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ABSTRACT
COMPARATIVE ANALYSIS OF SELECTED VARIABLES 
FROM THEORY Z WITH THE TRADITIONAL PUBLIC 
SCHOOL BUREAUCRACY 
by
Larry R. Moses, Doctor of Education 
Univers i ty  of Nevada, Las Vegas
Major P ro fesso r :  Dr. John R. Det tre
Department: Educational Adminis trat ion and Higher Education
Purpose
The purpose of th e  study was to  seek to i d e n t i f y  the  nature  
o f  f a c i l i t a t o r s  and b a r r i e r s  to  the  implementation of  Theory Z in 
pub l ic  school systems.
Study Procedure
This study compared two p r o f i l e s  of management a c t i v i t y  using 
a common s e t  of va r iab le s  derived from an an a ly s i s  o f  Theory Z as 
devised by William Ouchi. An i tem-by-i tem a n a ly s i s  was done in an 
e f f o r t  to  determine what f a c i l i t a t o r s  and b a r r i e r s ,  i f  any, e x i s t  in 
r e l a t i o n  to  the  implementation of  Theory Z. A f te r  analyzing each 
i tem, i t  was determined i f  the  t h e o re t i c a l  hypothesis  as s t a te d  was
or  was not suppor ted .  The procedures of  in v e s t ig a t in g  such p o te n t i a l  
educational  concerns were as follows:
1. From the  l i t e r a t u r e ,  a p r o f i l e  of  Theory Z was developed.
2. From the  l i t e r a t u r e ,  i t  was e s t a b l i s h e d  th a t  publ ic  school
management i s  no t  Theory Z in s t y l e ,  but  r a th e r  b u rea u c ra t ic  
in n a tu re .
3. The Clark County School D i s t r i c t ,  Nevada, was used as an example 
of a school d i s t r i c t  where: a) business models have been 
borrowed, and b) b u rea u c ra t ic  c h a r a c t e r i s t i c s  a re  in evidence. 
Through t h e  use o f  ques t ionna ire s  and personal in te rv ie w s ,  an 
attempt was made to  determine what a c tu a l ly  takes place in the  
Clark County School D i s t r i c t  in r e l a t i o n s h ip  to the  e ig h t  
se lec ted  c h a r a c t e r i s t i c s  of  Theory Z. The purpose of  the  
q ues t io n n a i re s  and in terviews was to  descr ibe  c u r r e n t  bureau­
c r a t i c  p r a c t i c e s  as a bas is  fo r  comparison of  p r o f i l e s  leading 
to  the  i d e n t i t y  o f  b a r r i e r s  and f a c i l i t a t o r s  t h a t  e x i s t  in the  
adap ta t ion  o f  Theory Z to  the pub l ic  schools .
4. From t h i s  comparison,  conclusions about each of  the  e ig h t
t h e o r e t i c a l  hypotheses were drawn and acceptance or r e j e c t i o n
of  the  main hypothes is  was e s t a b l i s h e d .
Conclusions
Based on in d iv id u a l  conclusions developed from the  e ig h t  
s e le c te d  c h a r a c t e r i s t i c s  o f  Theory Z, the  following main conclusions 
were drawn:
1. I t  was concluded t h a t  i t  i s  poss ib le  to  incorpora te  some
se lec ted  agents  o f  T heory z i n to  public  school management; and
I t  was concluded t h a t  th e re  w i l l  be more b a r r i e r s  than 
f a c i l i t a t o r s  in the  ty p ic a l  b u rea u c ra t ic  pub l ic  school s e t t i n g  
when an a t tempt  i s  made to  incorpora te  s e le c te d  c h a r a c t e r ­
i s t i c s  o f  Theory Z in to  the  publ ic  school s e t t i n g .
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C h apter  1
INTRODUCTION
Concern with leadersh ip  is as old as recorded h i s t o r y .  P l a to ' s  
Republic was an a t tempt  to  determine the  proper education and t r a in in g  
f o r  p o l i t i c a l  l e a d e r s .  Through centur ies  of  s tudy ,  scho la rs  who have 
explored th e  t o p ic  of  e f f e c t i v e  leadership have come to  accep t  the 
idea t h a t  i t  i s  b a s i c a l l y  a person-to-person r e l a t i o n s h i p .  The f a c t  
t h a t  man i s  a so c ia l  anirnal has caused him to  group with l i k e  human 
be ings .  Ear ly  l ead e rs  ru led  by brute force or d iv ine  r i g h t ,  n e i t h e r
o f  which re q u i r e d  much concern for  the  personal needs of  the  fo l lower .
M a c h ia v e l l i ' s  book, The P r in c e , was the  handbook fo r  t h i s  type of 
l e a d e rsh ip .  John Locke, the  English philosopher adopted by America 
as e a r ly  as t h e  1600 's ,  expounded the soc ia l  compact theory  of  
o rg an iza t ion  in  h is  work, Two T rea t i se s  on Government. The soc ia l  
compact theo ry  r eq u i re s  the  leader  to  become more responsive  to  the
needs o f  the  fo l low er .  The leader  holds h is  p o s i t io n  by th e  consent
o f  the  fo l lo w ers  and the  e f f e c t iv en e ss  of both depends on the  behavior 
o f  the  o th e r  (45 ,  1978, p. 2).
Leadership  in the  publ ic  schools has become more and more 
complex, as t h e  pub l ic  school system i t s e l f  has become more i n t r i c a t e .  
The charisma o f  the  small-school leader  has evolved from the  master-  
t each e r  t o  t h e  manager o f  a complex business o rgan iza t io n .  This
evolu t ion  has given r i s e  to  the  ques t ion :  "Which form of  managerial
leadersh ip  bes t  meets the  needs of the  modern educational  o rg an i ­
zat ion?" In most recen t  y e a r s ,  the  bureaucracy, as defined by Max 
Weber, has given r i s e  to  the  dominant form of  management in the  
publ ic  schools .  The shortcomings of  bu reaucra t ic  management have 
become a major i s su e  in publ ic  school management throughout America.
While the  study of  group behavior has a long h i s t o r y ,  
management as a concrete  body of knowledge with some s c i e n t i f i c  
underpinnings i s  le s s  than a century old (2(1, 1973, p. 4 ) .  The 
Hewlett-Packard manual on management s t a t e d :
Perhaps there  i s  no more important  area of human 
a c t i v i t y  than managing, fo r  i t  i s  the  bas ic  task  o f  a l l  
managers a t  a l l  leve ls  to  design and maintain an en­
vironment in which in d iv id u a l s ,  working toge ther  in 
groups,  accomplish se lec ted  o b jec t iv e s  (70, 1978, p. 1).
All managers a re  engaged in the  common processes of  dec is ion  making,
planning,  o rgan iz ing ,  leading and c o n t r o l l i n g ,  but the  g r e a t e s t  task
o f  th e  manager i s  to  success fu l ly  deal with people. As p os t -C iv i l
War i n d u s t r i a l  America was developing,  the  concern f o r  product ion
came to  supersede the  concern fo r  the  producer. The worker became
merely another  in terchangeable  cog, e a s i l y  replaced by a s im i l a r  cog,
in the  production process .  This mis treatment  of the  worker was the
d r iv ing  fo rce  behind the  works o f  Karl Marx. What Marx f a i l e d  to
see was t h a t  a re -ev a lu a t io n  of the  worker 's  ro le  could take  place
without the  rad ica l  revo lu t ion  he envis ioned.  Thomas Gordon has
s t a t e d  t h a t  a human r e l a t i o n s  revo lu t ion  has begun in the  American
business world. People are demanding to  be t r e a te d  with re sp ec t  and
d ig n i ty .  There i s  a growing demand to  have a stong voice in t h e i r  
own working l i v e s .  An understanding of human behavior and motivation 
i s  now e s s e n t i a l  to a manager's r e l a t io n sh ip s  with people both above 
and below him in the organizat ion  (21_, 1973, p. 25).
People are  the  key element in any o rgan iza t ion .  Labor costs
normally rep re se n t  the  l a r g e s t  in -p u t  in any product or s e rv ice .  I t
i s  unders tandable ,  th e re fo re ,  t h a t  most management concepts and 
p ra c t ic e s  are  aimed a t  the b e t t e r  u t i l i z a t i o n  of  people (21_, 1973, 
p. 5) .  This puts a premium on a b i l i t y  to  m otiva te ,  communicate w ith ,  
and in f luence  employees e f f e c t i v e l y .  I t  becomes imperat ive  t h a t  a 
manager understands the  people in his  o rgan iza t ion .  The b e t t e r  he 
understands h is  people, the b e t t e r  chance the manager has of  suc­
c e s s f u l l y  applying the concepts and techniques t h a t  w i l l  a f f e c t  the 
performance o f  people in a p o s i t iv e  manner. The Hewlett-Packard 
company s t r e s s e d  the importance o f  people to  t h e i r  o rgan iza t ion  as 
f o l lo w s :
People are  our most important  a sse t  a t  H. P. The 
company has been b u i l t  around th e  in d iv id u a l ,  the  
personal  d ign i ty  of each, and the  recognit ion of personal 
achievements. General p o l ic i e s  and the a t t i t u d e  o f  
managers toward t h e i r  people a re  more important  than 
s p e c i f i c  d e t a i l s  of the personnel program. Personnel 
r e l a t i o n s  wil l  be good i f  people have f a i t h  in the  
motives and the i n t e g r i t y  o f  t h e i r  peers ,  su p e rv i so r s ,  
and the  company i t s e l f  (68 ,̂ 1977, p. 21).
People id en t i fy  with t h e i r  place o f  employment f o r  a number 
o f  reasons ,  most of which r e l a t e  d i r e c t l y  to t h e i r  ind iv idual  needs. 
These needs include the following:
1. Income fo r  sustenance and fo r  the physical  needs to 
be s a t i s f i e d  in t h e i r  ou ts ide  a c t i v i t i e s .
2. An opportuni ty  to apply t h e i r  s k i l l s  and t r a i n in g .
3. Social co n tac ts .
4. An opportuni ty  fo r  recognit ion.
Figure 1 i l l u s t r a t e s  Abraham Maslow's h ierarchy  of needs 
s a t i s f a c t i o n ,  depic ted in a pyramid model (72^, 1974, pp. 299-302).
Se lf  
Acuta!■ 
iza t ion  
Needs: Man's 
des i re  for  seir* 
f u l f i I lm e n t ,  
namely to  the  ten­
dency fo r  him to be­
come ac tual ized  in 
what he i s  p o te n t i a l ly .
Esteem Needs: the needs fo r  
achievement and p res t ige .
A f f i l i a t i v e  Needs: the needs fo r  
love ,  a f f e c t io n  and belongingness,
Safety  Needs: s e cu r i ty ;  s t a b i l i t y ;  
dependency; p ro tec t ion ;  freedom from 
f e a r ;  from anxiety  and chaos; need fo r  
s t r u c t u r e ,  o rder ,  law l im i t s ;  s t ren g th  in 
the  p ro t e c to r ,  e tc .
Physiological  Needs: hunger, t h i r s t ,  sex ,  e t c .  
Many of these  needs - but not a l l  of them - are  
homeostatic.
Figure 1. Maslow's Hierarchy of Needs S a t i s f a c t io n  (72, 1974, pp. 
299-302)
5
American corpora t ions  have been f a i r l y  successfu l  in meeting 
t h e  lower needs o f  the  workers. However, much of  the  American labor  
fo rce  has sought g r a t i f i c a t i o n  of t h e i r  h igher needs o u t s id e  t h e i r  
p lace  of  employment. As American labor  groups move away from a 
producer o r i e n t a t i o n  toward a se rv ice  fu n c t io n ,  the  o rgan iza t ion  must 
begin to  concen tra te  on the higher needs s a t i s f a c t i o n  o f  i t s  workers. 
The day of  th e  mindless assembly l i n e  worker i s  quickly  disappearing  
from the  American labor  scene.
Compared to  t h i r t y  years ago, only h a l f  as many young 
people in the  United S ta tes  a re  coming in to  the  labor  
fo rce  with  the  schooling,  expec ta t ions  and s k i l l s  t h a t  
w i l l  lead them in to  t r a d i t i o n a l  b l u e - c o l l a r  work. The 
squeeze w i l l  become even t i g h t e r  when the  "baby bust"  
ch i ld ren  of  the  s i x t i e s  and seven t ies  reach working 
age. Only one t h i r d  as many p o te n t i a l  b lu e - c o l l a r  
e n t r a n t s  w i l l  be ava i lab le  in the  1990's as were in 
1950 (29, 1982, p. 93).
The b e t t e r  educated and more enl ightened worker w i l l  seek to 
s a t i s f y  his  upper needs once the  s t ru g g le  f o r  lower needs s a t i s ­
f a c t io n  no longer  i s  h is  major concern. When t h i s  happens, i t  i s  
imperat ive  t h a t  th e  organizat ion  o f f e r  the  employee an oppor tun i ty  
to  s a t i s f y  h is  upper needs within  th e  place of  employment. The 
d e s i r a b i l i t y  o f  s a t i s f y i n g  these needs with in  the  o rgan iza t ion  has 
made the  merging o f  personal and o rgan iza t iona l  goals a n e c e s s i t y .
I f  employees must seek g r a t i f i c a t i o n  of  upper- level  personal  needs 
o u t s id e  the  place  o f  bus iness ,  the  business w i l l  lose  the  employee's 
g r e a t e s t  c r e a t i v i t y  and commitment. The successful  manager w il l  be 
t h e  one able  to  convince his  people t h a t  by achieving o rg an iza t io n a l  
g o a l s ,  they can b e s t  s a t i s f y  t h e i r  own personal needs. By e f ­
f e c t i v e l y  committing people to o rgan iza t io n a l  goa ls ,  the  o rgan iza t ion
can avoid many of  the  problems encountered in the  present-day  work 
s t r u c t u r e .  When the  employee f inds  company goals  and personal goals 
a re  mutual ,  many o f  th e  problems which have c h a ra c te r iz e d  American 
in d u s t r y  can be t r e a t e d .  Rebel ling a g a in s t  a u t h o r i t y ,  job hopping, 
absen tee ism ,  apathy,  antagonism, and malicious m isch ie f  can be 
minimized when the  l a b o re r  i d e n t i f i e s  with his place o f  work.
At th e  tu rn  o f  the  tw entie th  cen tury ,  Frederick  Taylor ,  
working in  the United S ta te s  iron and s t e e l  in d u s t r y ,  developed many 
o f  t h e  p r in c ip le s  t h a t  have been grouped to ge th e r  and c a l led  
" s c i e n t i f i c  management." Taylor was convinced th e re  was one bes t  
way to  perform a given physical  t a s k ,  and i t  could be discovered by 
c a re fu l  a n a ly s i s  and in v e s t ig a t i o n  (21_, 1973, p. 4 ) .  Henri Fayol, 
a French contemporary o f  T a y l o r ' s ,  was a lso  highly  success fu l  in his  
c o u n t r y ' s  i ron  and s t e e l  in du s t ry .  He i s  o f ten  c a l le d  th e  "Father 
o f  Modern Management," because Fayol provided th e  framework t h a t  has 
dominated management thought s ince  his time. Fayol d is t in g u ish ed  
between techn ica l  and managerial s k i l l s .  Fayo l 's  managerial s k i l l s  
in c lu d e :  p lanning ,  o rgan iz ing ,  commanding, c o o rd in a t in g ,  and
c o n t r o l l i n g .  Since Fayo l 's  t ime,  management has been divided in to  
s u b - f i e l d s  based on h is  "process approach." The process s t r u c tu r e  
has dominated the  development of management theory  and knowledge.
I t  has provided the  most commonly used framework f o r  exp la in ing  the 
a c t i v i t i e s  involved in superv is ion  and desc r ib ing  the  scope and 
co n ten t  o f  managerial r e s p o n s i b i l i t i e s  (21, 1973, p. 4) .  Fayol, 
l i k e  T ay lo r ,  wanted to  develop p r in c ip le s  on which the  be s t
managerial d e c is io ns  could be based. The i n i t i a l  work of  both men 
s t a r t e d  a seven ty -year  search fo r  p r in c ip le s  o f  general v a l i d i t y  fo r  
a l l  managers i r  a l l  types of  o rg an iza t io n s .
I n t e r e s t  in empirical  i n v e s t ig a t io n s  o f  leadersh ip  s ty l e s  
da tes  back to  th e  c l a s s i c a l  s tud ies  by Lewin and L ea v i t t  (1938) on 
the  e f f e c t  o f  democrat ic ,  a u to c r a t i c ,  and l a i s s e z - f a i r  s t y l e s  on the  
behavior  o f  l e ad e rs  in  boys' c lubs .  These s tu d ie s  r a i sed  quest ions  
about th e  degree to  which the  leader  should take  major r e s p o n s i b i l i t y  
f o r  t h e  d i r e c t i o n  and adm in is t ra t ion  of the  group. The study a lso  
t r i e d  t o  determine th e  degree to which the  l ead e r  should share  
planning and dec is ion  making with his  a s s o c ia t e s  137^ 1977, p. 12).
The management t e x t s  t h a t  began to  appear in the  1940's  and 
1950's were p a t t e rn e d  on Fayol 's  p r in c ip le s  approach. In 1945, Alvin 
Brown went so f a r  as to  i s o l a t e  n in e ty - s ix  p r in c ip le s  of  o rgan iza t ion .  
Since Max Weber's t im e,  Western o rg a n iz a t io n s ,  and p a r t i c u l a r l y  
United S t a t e s '  o rg a n iz a t io n s ,  have maintained the  b u reau c ra t ic  form 
as t h e i r  d i s t i n c t i v e  f e a t u r e .  Weber observed t h a t  the  p r in c ip a l  
source o f  i n e f f i c i e n c y  in adm in is t ra t ion  stemmed from nepotism and 
f a v o r i t i s m .  To curb th e  e v i l s  of  nepotism and f av o r i t i sm ,  Weber 
proposed an ideal  form of  organ izat ion  which would sep a ra te  people 
from one an o th e r ,  fo rc ing  them to be t e c h n ic a l ly  sp e c ia l i z ed  and 
formal ly  d i r e c te d  and evaluated in order  to  maintain an impersonal 
a t t i t u d e  in dea l ing  with one another (84 , 1981, p. 63).
Weber's b u re a u c ra t i c  model was o r i g i n a l l y  designed to  ensure 
o rg an iza t ion a l  e f f i c i e n c y .  However, the  bureaucracy has evolved to 
an extreme in many in s tances  and c rea ted  e v i l s  of i t s  own. We now
have b u rea u c ra t ic  o rg an iz a t io n s  where people bare ly  know, l e t  alone 
care about,  each o th e r .  This depersona l iza t ion  and s p e c i a l i z a t io n  
has led to  a p a th e t i c  and unimaginative employees who seek upper-level  
g r a t i f i c a t i o n  ou ts ide  t h e i r  work day.
In the 1960' s ,  management p r a c t i t i o n e r s ,  r e s e a r c h e r s ,  and 
'w r i te r s  began to  cha l lenge  the  assumptions underlying the c l a s s ic a l  
approaches. This led to  more r ec en t  a t tacks  on the  idea o f  s e t  
p r inc ip le s  of management. For the  manager, one problem i s  to d i s ­
cover in which s i t u a t i o n  and under what condit ions a p a r t i c u l a r  s e t  
of concepts o r  techniques w i l l  work b e s t .  There a re  no p r in c ip le s  
th a t  can be app l ied  across  the  board;  there  a r e ,  however, p r in c ip le s  
t h a t  can be s e l e c te d  according to  the  p a r t i c u l a r  problem or  
s i t u a t i o n  a t  hand.
Since th e  1970 's ,  as American industry  su f fe red  from labor  
d i sp u te s ,  shoddy c ra f t sm ansh ip ,  and chal lenges from cheaper imported 
goods, American managers turned  to  a former s tu d e n t ,  the  Japanese,  
fo r  answers to  these  problems.
Japanese in d u s t ry  has been booming s ince  World War I I .  While 
growing, Japanese in d us t ry  has su f fe red  very few o f  the  i l l s  b e se t t ing  
American bus iness .  As more business  leaders  became aware of  Japanese 
success ,  American business  managers began to d i s s e c t  the p r in c ip le s  
of Japanese management. I t  was found th a t  Japanese managers go to 
g rea t  lengths  to  involve  employees in the  l i f e  o f  the  company. To 
a Japanese worker, h is  company i s  not  an oppressor but r a th e r  the 
source of  h is  income and th e  express ion of his place in so c ie ty .  
"Employees in Japan view t h e i r  company as an extension of t h e i r
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family l i f e "  (55^ 1981, p. 58).
In Japanese in d u s ty ,  the  workers t r u s t  t h e i r  bosses to make 
th e  r i g h t  d e c i s io n s ,  because th e re  i s  a sense t h a t  labor  and management 
a re  working tog e th e r .  Managers r i s e  from with in  the  corporate  ranks ,  
adding to  the  f e e l in g  of  camaraderie and shared experience.  Yoich 
Takahas i , head of H i t a c h i e ' s  70,000-strong labor  union s t a te d :  
"Everything depends on dia logue and t r u s t .  What i s  good fo r  the  
company i s  good fo r  the  union. The workers know t h a t  t h e i r  labor  is 
what makes the  company prosperous" (55^ 1981, p. 59). Japanese 
leaders  bring a l l  members of  soc ie ty  to g e th e r  before  an important 
decis ion  i s  made. Nothing ge ts  done u n t i l  the  people involved agree .  
While t h i s  i s  of ten  a t ed iou s  and sometimes in te rm inab le  process ,  in 
th e  end, the  group as a whole b e n e f i t s ,  because a l l  members are  
a l igned behind the  same goal .
One of the  most important  c h a r a c t e r i s t i c s  of  Japanese o rg a n i ­
za t ion  i s  a w i l l in g n e ss  to  achieve consensus by compromise. In a 
r e a l  sense ,  nearly  everyone has a t  l e a s t  some voice in  running so c ie ty .  
When Japanese c h a r a c t e r i s t i e s  a re  brought in to  the  modern f a c to ry ,  
t h e  r e s u l t  i s  a smoothly funct ioning  e n t e r p r i s e  t h a t  produces q u a l i t y  
goods. This i s  most c l e a r l y  seen in the easy working r e l a t i o n s h ip  of 
management and labor .  A f te r  tour ing  automobile assembly l in e s  in 
both c o u n t r i e s ,  a v i s i t o r  observed:
The American f a c to r y  seems almost l i k e  an armed camp.
Foremen stand guard to make sure workers do not  s lack  o f f .
Workers grumble a t  foremen, and foremen are  cross  with 
workers. In the  Japanese f a c to ry ,  employees seem to work 
even without th e  foreman watching. Workers do not appear 
angry a t  super iors  and a c tu a l ly  seem to  hope t h e i r  
company succeeds ( 111, 1979, p. 131).
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Japan has fewer s t ik e s  and less  labor  u n res t  than any o ther
major in d u s t r i a l  power. In 1978, Japan l o s t  1.4 m i l l ion  work days
due to  s t r i k e s ,  while in the United S ta t e s ,  37 m i l l io n  work days were 
l o s t  (55_, 1981, p. 58). Vogel s ta te d :
Some workers, e sp e c ia l ly  younger workers in small 
p l a n t s ,  may be a l i en a ted  from t h e i r  company, but  compared
to  Americans, they are  absent  l e s s ,  s t r i k e  l e s s ,  and are
w i l l in g  to  work overtime and r e f ra in  from using a l l  t h e i r  
a l l o t t e d  vacation time without any immediate monetary 
b e n e f i t .  The average Japanese laborer  may accomplish no 
more than a loyal hard-working American coun te rpa r t  in a 
comparable f a c to ry ,  but loya l ty  to the  company is  
t y p i c a l l y  higher and hard work more common (111, 1979, 
p. 131).
At Toyota 's  main p lan t  near Nagaya, management rece ives  more than nine 
suggest ions  per y e a r ,  per employee, and adopts a v a s t  major i ty  of 
these  suggest ions .  Although General Motors a c t iv e ly  r e c r u i t s  pro­
ductive  suggest ions from employees and o f fe r s  up to  $10,000 fo r  a 
proposal t h a t  is  adopted, the company receives  an average of  le s s  than 
one suggestion per y e a r ,  per employee, and adopts o n e - th i rd  of the  
ideas (55., 1981, p. 59).
By studying Japanese management, American indus t ry  can 
develop new and, hopefu l ly ,  e f f e c t iv e  ideas on management and the 
o rgan iza t ion  of people a t  work. The top management a t  General Motors 
did not  assume th a t  the  Japanese management model could be super­
imposed in i t s  e n t i r e t y  on an American i n d u s t r i a l  p l a n t .  However, in 
F l i n t ,  Michigan, they s e t  out to incorporate  many f a c e t s  of Japanese 
management in to  one of  t h e i r  most unsuccessful opera t ions  to  see i f  
improvements could be made.
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They took the  Buick Final Assembly P l a n t ,  which had 
dropped to  one of the  lowest leve ls  of e f f i c i e n c y  and 
q u a l i t y  in the  whole corpora t ion ,  and with cooperation 
o f  workers and t h e i r  union redesigned the management of 
t h a t  p lan t  in ways t h a t  resemble the Japanese approach 
to  management. Within two y e a r s ,  Buick Final Assembly 
had r i s e n  to rank number one among a l l  General Motors 
assembly p lants  in q u a l i ty  and e f f i c ie n c y .  The ideas 
t h a t  shaped the  remaking of General Motors' t roubled  
Buick p lan t  are the  bas is  of . . . Theory Z approach to 
management. Quite simply, i t  suggests  t h a t  involved 
workers are  the key to  increased p rod u c t iv i ty  (84,
1981, p. 4) .
Vogel s t a te d  t h a t  the  new philosophy inco rpo ra te s  concepts 
from modern Western management. Large companies such as IBM, P o la ro id ,  
and Kodak have a g rea t  deal in common with Japanese corpora t ions .  In 
each o f  these  companies, there  i s  a t t e n t io n  to bas ic  business s t r a t e g y ,  
to  product  l i f e  c y c le s ,  to  market surveys and marketing s t r a t e g y ,  to  
accounting ,  to  economic models, to  modern a d v e r t i s in g ,  and to up- to-  
da te  information process ing ( 111, 1979, p. 134).
Much modern indus t ry  i s  funct ioning under the  p r in c ip le s  of 
Management By Object ive  (MBO); however, some f a r - s ig h t e d  c o rp o r a t io n s , 
Hewlett-Packard and General Motors among o th e r s ,  a re  moving beyond 
MBO to  what Ouchi has c a l l e d  Theory Z. For purposes of c o n t r a s t ,  one 
can compare the  work of  Douglas McGregor and h is  Theory X and Theory 
Y with the  substance o f  Ouchi's Theory Z.
THEORY X 
( T r a d i t i o n a l )
1. Work i s  inhe ren t ly  d i s t a s t e f u l  
to  most people.
2. Most people are  not  ambitious, 
have l i t t l e  d e s i r e  f o r  respon­
s i b i l i t y ,  and p re fe r  to  be 
d i r e c te d .
THEORY Y 
(T ra n sa c t io n a l )
1. Work i s  as na tu ra l  as p lay ,  
i f  the  condit ions  are 
favorab le .
2. S e l f - c o n t ro l  i s  often i n d i s ­
pensable in achieving o rg an i ­
za t io n a l  goals .
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THEORY X 
( T r a d i t i o n a l )
THEORY Y 
(T ra n sa c t io n a l )
3. Most people have l i t t l e  
capac i ty  f o r  c r e a t i v i t y  in 
so lv ing  o rg an iz a t io n a l  
problems.
4. Motivation occurs on ly  a t  
the  physio log ical  and sa fe ty  
needs.
.5. Most people must be c lo s e ly  
c o n t ro l le d  and o f ten  coerced 
to  achieve o rg an iz a t io n a l  
o b j e c t i v e s .
The capac i ty  fo r  c r e a t i v i t y  in 
solving o rgan iza t iona l  pro­
blems i s  widely d i s t r i b u t e d  in 
the  popula t ion .
Motivation occurs a t  the  s o c i a l ,  
esteem, and s e l f - a c t u a l i z a t i o n  
l e v e l s ,  as well as physiological  
and s e c u r i t y  l e v e l s .
People can be s e l f - d i r e c t e d  and 
c re a t iv e  a t  work i f  properly 
motivated (53,  1977, p. 55).
Theory X has o f t e n  been summarized as highly  s t ru c tu re d  a t  
bes t  and d i c t a t o r i a l  a t  i t s  worst .  Theory Y management has been 
c a l le d  humane a t  b e s t  and permissive a t  i t s  wors t .  By c o n t r a s t ,  Ouchi 
f e l t  th e  problems of  management cannot be solved by e i t h e r  of  these  
s t y l e s .  He suggested what he c a l l s  Theory Z. Ouchi o u t l in e d  the 
c h a r a c t e r i s t i c s  o f  a Theory Z corpora t ion in h is  book by the  same 
name. The c h a r a c t e r i s t i c s  of  Theory Z th a t  may have ap p l ica t io n  to 
the  pub l ic  school s e t t i n g ,  management of modern bureaucracies  of
which the publ ic  schools  may be one, are  reviewed below:
1. Long-term employment (o f ten  l i f e - t i m e ) .  Employees 
tend to  s tay  w ith  the  company, s ince  many o f  t h e i r  
s k i l l s  a re  s p e c i f i c  to  t h a t  one firm with the  r e s u l t  
t h a t  they could not  r e a d i ly  f ind equal ly  remunerat ive 
nor cha l leng ing  work experience.
2. R e la t iv e ly  slow process of  evaluat ion and promotion.
A slow process o f  eva lua t ion  and promotion i s  v i t a l
to  underscore th e  importance of long-term preformance. 
In Japan work i s  o f ten  based on f i v e - ,  and sometimes 
te n -y e a r  programs ( 117, 1981, p. 55). At Matsushi ta ,  
performance i s  o f ten  evaluated a f t e r  a period o f  
f i f t e e n  years  o f  se rv ice  (8<3, 1981, p. 81).
3. Career  paths t h a t  wander across f u n c t io n s . Movement 
w ith in  th e  o rg a n iz a t io n  t h a t  would appear to  be
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hor izon ta l  on the organizat ional  flow c h a r t  would 
suggest  ca ree r  paths th a t  wander. This type of 
movement takes the  adm in is t ra to r  to  the  various 
departments of  the organizat ion  r a t h e r  than 
v e r t i c a l l y  through a spec ia l ized  department of  the  
o rgan iza t ion .
4. Im p l ic i t  and e x p l i c i t  contro ls  a re  in e f f e c t ,  but 
i m p l i c i t  control  is  the overr id ing  control  f a c t o r . 
Im p l ic i t  contro l  suggests t h a t  expec ta t ions  of  be­
havior  or ou t -pu t  are  not openly s t a t e d ,  but are to  
be deduced from a more general unders tanding of the  
corporate  philosophy. E x p l ic i t  contro l  i s  enforced 
by c l e a r ly  s t a t e d  s tandards ,  r u l e s ,  regu la t ions  and 
performance measures as the primary technique of 
ensuring t h a t  actual  performance meets des ired  
performance (83, 1980, p. 309).
5. Decisions a re  made c o l l e c t i v e ly ,  but  r e s p o n s i b i l i t y  
i s  i n d i v i d u a l i s t i c . Under consensual decis ion  
making, the  manager wil l  not decide an issue  un t i l  
everyone to  be a f fec ted  by the dec is ion  have had 
s u f f i c i e n t  time to  o f f e r  t h e i r  views, fee l  they have 
been f a i r l y  heard,  and are w i l l in g  to support  the 
decis ion  even though they may not fee l  t h a t  i t  i s  
the  b e s t  one (83, 1980, p. 308). The u l t im ate  
r e s p o n s i b i l i t y  remains an indiv idual  concept. Due 
t o  c u l tu ra l  f a c t o r s ,  i t  appears t h a t  the  Japanese 
concept of c o l l e c t i v e  r e s p o n s i b i l i t y  would probably 
be d i f f i c u l t  to  i n s t i l l  in American o rgan iza t ions .
6. The Theory Z organizat ion  i s  w h o l i s t i c  in n a tu r e .
The who!ism of Theory Z is  two-faceted:  one deals
with the  individual  and the  o th e r  with the  o rgan i­
zat ion  i t s e l f .  A Theory Z o rgan iza t ion  deals with 
the  ind iv idua l  as a whole c r e a tu r e ;  i t  p a r t i c i p a t e s  
in his  soc ia l  as well as his  economic ex is ten ce .
In o rder  f o r  the  whole o rgan iza t ion  to  be e f f e c t i v e ,  
each u n i t  must be e f f e c t iv e  in making i t s  c o n t r i ­
bution to the  whole and must understand i t s  ro le  in 
the  overa l l  o rgan iza t ion .  Theory Z suggests t h a t  
humanized working condit ions not only increase  pro­
d u c t iv i ty  and p r o f i t s  to the  company but a lso the  
se l f -e s teem  of  the employee.
7. Type Z companies are  rep le te  with the  parapherna l ia  
of modern information and accounting systems.
Formal planning ,  management by o b j e c t i v e s ,  and a l 1 
the  o ther  formal, e x p l i c i t  mechanisms o f  control 
c h a rac te r iz in g  t r a d i t i o n a l  corpora t ions  can be found
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in the  Theory Z companies; these  mechanisms are  
tended to  c a r e f u l l y  fo r  t h e i r  in formation ,  but 
r a r e l y  dominate in major dec is ions .
8. A b a s ic  agreed-upon philosophy is  the ove rr id ing  
guide f o r  o rgan iza t io na l  d e c i s io n s . A corpora te  
philosophy s t a t e s  the  goals and p ra c t ic e s  t h a t  a 
community of  employees i s  t ry ing  to enac t .  That 
philosophy leads to  the  development of  a la rge  
number o f  sm a l le r  p r a c t i c e s  and i s  made up of  con­
duct  t h a t  becomes a co rpora te  c u l tu re  (8£, 1981, 
p. 159). The s ta tem ent  o f  philosophy i s  a very 
general  s ta tem ent  t h a t  provides each employee and 
manager with a guide fo r  dec is ions .  As general  as 
the  s ta tem ent  i s ,  i t  should include:  (1) the  ob­
j e c t i v e s  o f  th e  o rg an iz a t io n ;  (2) the  opera t ing  
procedures ;  and (3) the  c o n s t r a in t s  placed on the 
o rg an iz a t io n  by i t s  soc ia l  and economic 
environment (84 ,  1981, p. 134).
The very f a c t  t h a t  educat ional  p r a c t i t i o n e r s  in formal 
p o s i t io n s  o f  a u th o r i t y  have been c a l le d  a d m in is t ra to rs  r e f l e c t s  the 
expec ta t ions  which have h i s t o r i c a l l y  accrued to  such r o l e s .  In the  
l a t t e r  p a r t  o f  th e  n in e teen th  cen tury ,  the  a d m in is t r a to r  was viewed 
as a m a s te r - te a c h e r .  In th e  e a r ly  days of  the  tw en t ie th  cen tu ry ,  the  
school a d m in i s t r a to r  became p r im ar i ly  a business manager. This 
manager's primary concern was the  operat ion o f  the  school in an 
economically e f f i c i e n t  manner. P re se n t ly ,  the school manager is  
being evaluated  not  only on the  economic e f f i c i e n c y  of h is  educational  
u n i t ,  but  a l so  on the  success  his  o rgan iza t ion  has in reaching the 
goals s e t  by s o c i e ty  f o r  i t s  educational  system.
Ronald Campbell and Russell Gregg, in t h e i r  book, Admini­
s t r a t i v e  Behavior , devote th e  e n t i r e  second chap ter  of  t h e i r  study 
to  th e  growing complexity of the  American school management scene.
I f  t h i s  growing complexity i s  a f a c t ,  the  a d m in is t r a to r  needs to
draw on a l l  input  a v a i la b le  to him. One of the  g r e a t e s t  resources  
a t  hand fo r  the  school adm in is t ra to r  i s  h is  local  s t a f f .  As p r iv a te  
in d u s t ry  takes a c lo s e r  look a t  the  concepts o f  Japanese management 
and begins to  adopt s e lec te d  p r in c ip le s  of Theory Z o rg a n iz a t io n s ,  
h i s to r y  t e l l s  us the  school systems o f  America w i l l  do the  same.
Such conversions w i l l  r equ i re  leaders  s k i l l e d  in both in te rpe rso na l  
r e l a t i o n s  and the  management mechanics so important  in the  p a s t .  A 
p r in c ip a l  who opera tes  from a Theory Z management model w i l l  have to  
consider  in te rpersona l  re la t io n sh ip s  as the  c r i t i c a l  a d m in is t r a t iv e  
p r i o r i t y  in a school .  He wil l  have to  apply such techniques as 
p a r t i c i p a t i v e  dec is ion  making to improve these  r e l a t i o n s h i p s .  He 
w i l l  judge,  to  a degree ,  his  e f fe c t iv en e ss  by p o s i t iv e  changes in 
th e  morale of his  s t a f f .  Unless school leaders  are  i n t e l l i g e n t ,  
compassionate, and warm people, n e i th e r  educational  leaders  nor 
t h e i r  schools w i l l  ever  reach t h e i r  f u l l  p o t e n t i a l .
Statement of the  Problem
Various management schemes such as S c i e n t i f i c  Management,
MBO, and PPBS have been developed in the  business world and then 
adapted to the  publ ic  schools .  Each of  these  management models has 
had a degree of success .  Now, because of  major problems fac ing  
American bus iness ,  a new concept, labe led  Theory Z, by William Ouchi, 
has a r r iv e d  on the  American business scene. Theory Z is  an a t tempt  
to  adapt f e a tu re s  c h a r a c t e r i s t i c  of  Japanese management to American 
business  management. Given the h i s t o r i c a l  development o f  school
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management and i t s  r e l i a n c e  on business p r a c t i c e s ,  and given th e  f a c t  
t h a t  th e  newest innovation in business management i s  the  Japanese 
management s t y l e ,  i d e n t i f i e d  as Theory Z, the  ove ra l l  ques t ion  becomes 
whether i t  i s  p oss ib le  to  incorpora te  Theory Z in to  the  d a i ly  opera t ion 
of  the  p u b l ic  schools .
Assuming a t tempts  w i l l  be made to  implement some or  a l l  
po r t ions  of  Theory Z management in to  th e  publ ic  scho o ls ,  one major 
concern becomes what f a c i l i t a t o r s  and b a r r i e r s  the  adaptors  are  l ik e ly  
to encounter  in making the  t r a n s i t i o n  from cu r re n t  management 
p r a c t ic e s  in th e  publ ic  school to  a Theory Z management s t y l e .  A 
number o f  problems and issues  w i l l  a r i s e  in the  search f o r  the  answer 
to  these  q u e s t io n s .  For example, given the  c u l tu r a l  d i f f e r e n c e s  and 
th e  e x is te n ce  o f  " c u l tu ra l  l ag ,"  what can be done to  exped i te  the  
t rans fo rm at ion?  To what e x ten t  must o th e r  c u l tu r a l  changes occur 
before any se r io u s  cons idera t ion  can be given to adapt ing  work hab i ts  
and outlook from an ou ts ide  c u l tu re?  In which ways and where is  
Theory Z compatible  with the Pur i tan  e th i c  in American Business? For 
school people ,  given the  e x i s t in g  approaches to  school management, 
what b a r r i e r s  and f a c i l i t a t o r s  w i l l  those seeking to  make changes 
encounter in  the  process of t ry in g  to  t ransform the  s t y l e  of  
management used in American education? I t  i s  t h i s  l a s t  ques t ion  and 
i t s  p r a c t i c a l  cons idera t ion  with which t h i s  study was concerned.
Hypotheses
Given th e  problem of adapting Theory Z management to  publ ic  
schools and the  purpose of id e n t i fy in g  f a c i l i t a t o r s  and b a r r i e r s  to
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making such a change, i t  was hypothesized th a t  those  a t tempting to 
make the  change w i l l  encounter  more b a r r i e r s  than f a c i l i t a t o r s  in the  
se le c te d  elements wherein change i s  l i k e l y  to be pursued.
In p a r t i c u l a r ,  t h e  following e ig h t  hypotheses were presented:
1. Long-term employment of school personnel i s  n e i t h e r  a 
concern nor co n s id e ra t io n  of  cu rren t  school management.
2. R e la t iv e ly  slow eva lua t ion  and promotion a re  not  
c h a r a c t e r i s t i c  o f  publ ic  school management.
3. Career  paths do not  tend to  wander in the  publ ic  
school s e t t i n g .
4. I m p l i c i t  and e x p l i c i t  co n tro ls  are in evidence in 
th e  p ub l ic  school management s e t t i n g ;  however, 
e x p l i c i t  c o n t ro l s  dominate.
5. C o l le c t iv e  dec is ion  making and i n d i v i d u a l i s t i c  
r e s p o n s i b i l i t y  a re  not  f ac e t s  of public  school 
management.
6. The p ub l ic  school s e t t i n g  i s  not  w h o l i s t ic  in na tu re .
7. Management systems are  not in place in the  public  
school management scheme.
8. A b a s i c  agreed-upon philosophy is  not  the  guiding 
p r i n c i p l e  fo r  pub l ic  school management.
Purpose of  the  Study
Given t h e  problem as s t a t e d ,  i t  was the  purpose of  t h i s  study 
to  seek t o  i d e n t i f y  the  n a tu re  o f  f a c i l i t a t o r s  and b a r r i e r s  to  the 
implementation o f  Theory Z in  public  school systems by means o f  a 
comparat ive a n a ly s i s  o f  s e l e c te d  c h a r a c t e r i s t i c s  of  Theory Z 
management and se le c te d  c h a r a c t e r i s t i c s  of  the  bureaucracy as i t  
e x i s t s  in a r e p r e s e n t a t iv e  public  school system in t h i s  country.
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Assumptions
Assumptions in the  study were as fo l lows:
1. I t  i s  assumed t h a t  the  Clark County School D i s t r i c t  i s  
ty p ic a l  of a l a rg e  urban school d i s t r i c t  in  the  United 
S t a t e s .
2. I t  i s  assumed t h a t  the t rend  of public  school admini­
s t r a t i o n  adapting business management p r in c ip le s  to the  
management of schools  wil l  continue.
3. I t  i s  assumed t h a t  Theory Z management i s  s u f f i c i e n t l y  
d i f f e r e n t  from the bureaucracy to  j u s t i f y  t r e a t i n g  i t  
as a d i f f e r e n t  concept.
D el im ita t ions
For th e  purpose o f  t h i s  s tudy ,  the  following d e l im i ta t io n s  
were made:
1. A review of  th e  c u r r e n t  l i t e r a t u r e  from se le c te d  
published and unpublished works which d iscuss  Japanese 
management in business  and public  schools w i l l  be made.
This review w i l l  be l im i te d  to  the  period from 1960 to 
t h e  p resen t .
2. F a c i l i t a t o r s  and b a r r i e r s  i d e n t i f i e d  w i l l  be c o n s i s t e n t  
with and l im i ted  to  those  i d e n t i f i e d  in the  time period 
o f  September of  1981 through January of  1983.
3. Findings of  t h i s  s tudy are  l im i ted  to  the  r e s u l t s  ob­
t a in e d  from a comparative an a ly s is  of Theory Z as
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described bv William Ouchi and c u r ren t  p r a c t i c e s  of 
th e  Clark County School D i s t r i c t  as a r e p r e s e n ta t iv e  
sample of a public  school bureaucracy.
4. This study is  l imited to those fea tu res  of  Japanese 
management t h a t  are appropr ia te  to  publ ic  school 
management.
D ef in i t ions
Following are  d e f in i t io n s  of terms used in the  study:
Basic agreed-upon philosophy - a broad s ta tement  t h a t  con­
templates the  proper r e l a t io n sh ip  o f  the business to  i t s  employees, 
i t s  owners, i t s  customers,  and to the  publ ic .
Bureaucracy - the  adm inis t ra t ion  of an o rgan iza t ion  through 
departments and subdiv is ions  managed by s e t s  o f  o f f i c i a l s  following 
an i n f l e x i b l e  rou t ine .
C o l lec t ive  decis ion  making - the  group i s  a c t iv e ly  involved 
in th e  decision-making process on any issue t h a t  a f f e c t s  the  group.
C ol lec t ive  r e s p o n s ib i l i t y  - the group, r a t h e r  than the l e a d e r ,  
assumes the  r e s p o n s i b i l i t y  of the successes or f a i l u r e s  within  the  
g roup 's  area of expec ta t ion .
E x p l i c i t  control - c le a r ly  s t a t e d ;  d i s t i n c t l y  expressed;  
d e f i n i t e  control  methods.
I m p l ic i t  control  - suggested, understood though not p l a in ly  
expressed;  implied or n a tu ra l ly  involved though not p l a in ly  apparent 
or  expressed;  e sse n t ia l  control t h a t  i s  inheren t  w i th in  the  
o rgan iza t ion .
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Long-term employment - of ten  l i f e t im e  commitment on both the  
p a r t  o f  the  o rgan iza t io n  and the  in d iv id u a l .
Management - th e  a c t ,  a r t ,  o r  manner o f  managing, or  handling ,  
c o n t r o l l i n g ,  and organiz ing  a group.
Management systems - an e x p l i c i t  method of  achieving and
ev a lu a t in g  the  progress  o f  the  o rgan iza t ion  ( i . e . ,  MBO).
S c i e n t i f i c  management - using empirical  d a ta ,  "best"  methods
of  performing each job a re  determined; s tandard  t im es ,  r a t e ,  and
equipment a re  employed; a c le a r  c iv i s io n  of  r e s p o n s i b i l i t y  between 
management and the  worker. There i s  one b e s t  way to  do each job in 
o rder  t o  maximize worker ou t-pu t .
Slow eva lu a t io n  - r a th e r  than eva lua t ion  semi-annual ly ,  
ev a lu a t io n  comes on a four -  or f iv e -y e a r  b a s i s ,  allowing i t  to  be 
s u b je c t iv e .
Slow promotion - in r e l a t i o n  to  common American business 
p r a c t i c e  o f  quick promotion within  a year  or two, promotion may take 
f i v e  t o  ten  y e a r s .
Wandering c a re e r  paths - a l l  managers r o t a t e  through a l l  areas 
o f  t h e  bu s in e ss ,  a process of l i f e - lo n g  job r o t a t i o n  fo r  a l l  employees.
W ho!is t ic  concern - broad concern f o r  th e  welfa re  of  subor­
d in a t e s  and o f  co-workers as a na tura l  p a r t  of  a working r e l a t i o n s h i p ;  
r e l a t i o n s h i p s  between people tend to  deal with one another outwardly;  
m ain ta in ing  a s t rong  e q u a l i t a r i a n  atmosphere.
Procedures
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This s tudy compared two p r o f i l e s  of management a c t i v i t y  using 
a common s e t  o f  v a r iab le s  derived from an ana lys is  of  Theory Z as 
devised by William Ouchi. The e igh t  s e lec te d  c h a r a c t e r i s t i c s  a re :
(1) long-term employment, (2) slow eva lua t ion  and promotion, (3) 
wandering c a re e r  pa th s ,  (4) the  ro le  o f  i m p l i c i t  and e x p l i c i t  control  
mechanisms, (5) the  ro le  of c o l l e c t iv e  decis ion  making and ind iv idua l  
r e s p o n s i b i l i t y ,  (6) wholism, (7) the ro le  of management systems,  and 
(8) the  ro le  o f  a basic  agreed-upon philosophy.  This p r o f i l e  was 
developed from the c u r re n t  l i t e r a t u r e  deal ing  with Theory Z and 
business  a d m in i s t r a t io n ,  and was designated P r o f i l e  Z. A second 
p r o f i l e  was developed involving corresponding f ac e t s  o f  the  bureau­
c r a t i c  model of  management. This p r o f i l e  was developed from: (1)
c u r re n t  l i t e r a t u r e  on the  bureaucracy, and (2) from q ues t ionna i re s  
and personal in te rv iews in a large publ ic  school system. The second 
p r o f i l e  was des ignated  P ro f i l e  B. An i tem-by-i tem ana lys is  was done 
in  an e f f o r t  to  determine what f a c i l i t a t o r s  and b a r r i e r s ,  i f  any, 
e x i s t  in r e l a t i o n  to  the  implementation of  Theory Z. Af ter  analyzing 
each item, i t  would be determined i f  the  t h e o r e t i c a l  hypo thes is ,  as 
s t a t e d ,  was or was not  supported. The procedures of  in v e s t ig a t i n g  
such p o ten t ia l  educational  concerns were as follows:
1. From the  l i t e r a t u r e ,  a p r o f i l e  of  Theory Z was 
developed.
2. From the  l i t e r a t u r e ,  i t  was e s t a b l i s h e d  th a t  publ ic  
school management i s  not a Theory Z in s t y l e ,  but
r a t h e r  a bu reauc ra t ic  o rgan iza t ion .
3. The Clark County School D i s t r i c t  was used as an 
example o f  a school d i s t r i c t  where: (1) business
models have been borrowed, and (2) b u reauc ra t ic  
c h a r a c t e r i s t i c s  are  in evidence. Through th e  use 
o f  q u e s t io n n a i re s  and personal in te rv iew s ,  an a t ­
tempt was made to determine what a c tu a l ly  takes 
p lace  in  th e  Clark County School D i s t r i c t  in r e ­
l a t i o n s h i p  to  the  e ig h t  s e lec te d  c h a r a c t e r i s t i c s  
o f  Theory Z. The purposes of the  qu es t ionna i re s  
and in te rv iew s  were to  descr ibe  curren t  bureau­
c r a t i c  p r a c t i c e s  as a basis  fo r  comparison of  pro­
f i l e s  leading  to  the  in d e n t i ty  o f  b a r r i e r s  and 
f a c i l i t a t o r s  t h a t  e x i s t  in the  adapta t ion  of 
Theory Z to  th e  publ ic  schools.
4 .  From t h i s  comparison, conclusions about each of  
thie e i g h t  t h e o r e t i c a l  hypotheses were drawn and 
acceptance or  r e j e c t io n  o f  the main hypothesis  was 
e s t a b l i s h e d .
Organization of  the  Study
Chapter 1 i s  a p resen ta t ion  of  the  general background i n f o r ­
mation p e r t i n e n t  to  the  top ic  under i n v e s t i g a t io n ,  a s ta tem ent  of  the 
problem s t u d i e d ,  the  purpose o f  the  s tudy,  quest ions to  be answered, 
assumptions, d e l i m i t a t i o n s ,  a l i s t  of  d e f i n i t i o n s ,  procedures employed 
in the  p r o j e c t ,  and a d esc r ip t ion  of the o rgan iza t iona l  design.
23
Chapter 2 w i l l  contain a review of  the  r e l a t e d  l i t e r a t u r e  c o n s i s t e n t  
with th e  independent and dependent v a r ia b le s  presen ted  in the  bas ic  
hypo thes is .  C o p t e r  2 w i l l  deal s p e c i f i c a l l y  with the  sequent ia l  
development o; management. H is to r ica l  survey techniques wil l  be used 
to  e s t a b l i s h  the  proper place  of Theory Z management in the evo lu t ion  
o f  s t y l e s  in  publ ic  school adm in is t ra t ion .  The review will  de sc r ib e  
Theory Z as one so lu t io n  to  the  many a d m in i s t r a t iv e  shortcomings found 
in the  presen t-day  pub l ic  school a d m in i s t r a t io n .  Chapter 3 w i l l  o u t ­
l i n e  the  research  design and procedures to  be fol lowed.  Using Theory 
Z c h a r a c t e r i s t i c s  and th e  c h a r a c t e r i s t i c s  o f  the  bureaucracy, Chapter 
4 w i l l  p r o f i l e ,  ana lyze ,  and rep o r t  the f in d in g s  of t h i s  s tudy.
Chapter 5 w i l l  sumnarize the  f in d in g s ,  p re s e n t  conc lus ions ,  and o f f e r  
recommendations for f u r t h e r  s tudy.
C h apter 2
REVIEW OF LITERATURE 
Introduct ion
In g e n e ra l ,  the  purpose of adm in is t ra t ion  is  t h a t  o f  co­
o rd ina t ing  the  e f f o r t s  of  people toward the  achievement o f  o rgan i ­
za t iona l  goa ls .  The goals of education a re  to  be found b a s i c a l l y  in 
t h e  realms o f  teaching and lea rn ing .  These goals  were o r i g i n a l l y  s e t  
and governed by laymen r a th e r  than p ro fess iona l  educa tors .  I t  was 
1827 before  school government was r e f e r r e d  to as a d i s t i n c t  p r a c t i c e  
sep a ra te  from general local  government. School adm in is t ra t ion  did not
evolve as a recognized f i e l d  of p r a c t ic e  u n t i l  the  l a t t e r  p a r t  of  the
nineteen th  cen tury .  Scholars began to  study school adm in is t ra t ion  as 
a separa te  e n t i t y  with merit  of  i t s  own in the ea r ly  tw en t ie th  century
(20, 1962, pp. 68-69).
The growth of  c i t i e s  had a two-fold e f f e c t  on the  development 
o f  school a d m in i s t r a t io n ,  for  i t  caused not  only an inc rease  in the 
population of  th e  individual  school but  a lso  in the  population of  the  
school d i s t r i c t .  Increased school s i z e  and th e  p ra c t ic e  o f  c l a s s i ­
fy ing pupils  by grade led  to the need fo r  an executive  or  p r in c ip le  
t each e r  fo r  each school. Quincy School in Boston (1847) was probably 
the  f i r s t  school to  have a fu l l - t im e  execu t ive .  St .  Louis placed a l l  
o f  i t s  schools under the  control o f  a f u l l - t i m e  ad m in is t r a to r  in 1859
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(20,  1962, p. 70) .  The f i r s t  c i t i e s  to  e s t a b l i s h  the  o f f i c e  of  
S u per in tenden t  o f  Schools were Buffalo and L o u is v i l l e  in 1837, f o l ­
lowed by S t .  Louis and Providence in 1839 (20, 1962, p. 69).
The e a r ly  work o f  the  p r in c ip a l  was la rg e ly  c l e r i c a l  in na ture ;  
however, as d e p a r tm e n ta l iz a t ion  came in to  vogue, the  management 
fun c t io n  o f  th e  p r in c ip a l  became more important.
The change in doc t r ine  from t h a t  of  the  a d m in i s t r a to r  
as p h i lo s o p h e r  to  t h a t  of  a d m in is t r a to r  as business  manager 
occurred  w i th in  a few y e a r s .  The immediate cause of  the  
change was a wave of  publ ic  c r i t i c i s m  of the  schools and 
th e  in c re ased  " v u ln e r a b i l i ty "  o f  the  a d m in i s t r a to r , which 
Callahan d e s c r ib e s .  Less immediate but  a d d i t i o n a l ly  im­
p o r t a n t  reasons fo r  the  adoption of the  new d o c t r in e  came 
to  mind. F i r s t ,  perhaps the  school r e a l ly  was more l i k e  a 
b us in e ss  e n t e r p r i s e  or f a c to r y  than i t  was l i k e  a church,  
t o  push the  clergyman analogy. . . . Second, the  new 
d o c t r i n e  j u s t i f i e d  a d m in i s t r a t iv e  control over a wider 
v a r i e t y  o f  m a t t e r s .  In p r a c t i c e  the  ex ten t  o f  admini­
s t r a t o r  co n t ro l  had been in c r e a s in g ,  and th e re  were soc ia l  
advantages in a doc tr ine  which would support the  inc rease .
T h i r d ,  the  new doc tr in e  a l l i e d  the  adm in is t r a to r  with a 
high s t a t u s  group, the  businessmen (18, 1971, p. 208).
As an a rea  o f  sys tem at ic  in q u i ry ,  educational  adm in is t ra t ion  
developed l a t e r  than  business ad m in is t r a t io n .  In f a c t ,  many of  the 
concepts  r e l e v a n t  to  the p r a c t i c e  of  educational  a d m in is t r a t io n  had 
t h e i r  o r i g i n s  in t h e  f i e l d  o f  business  adm in is t ra t io n  as well as in 
p o l i t i c a l  s c i e n c e ,  psychology, and sociology (59,  1976, p. 45). As 
Thomas Sergiovanni  has s t a t e d ,  school adm in is t ra t ion  has r e l i e d  heavily  
on the  concepts  developed in o th e r  a re a s ,  and f in d s  i t s  roo ts  in many 
d iv e r s e  d i s c i p l i n e s  (99, 1979, p. 13). In the l a s t  e igh ty  y e a r s ,  
bus iness  a d m in i s t r a t io n  has been the  major in f luence  on the management 
o f  p u b l ic  s c h o o l s ,  as educators  have emulated much o f  what t h e i r  
c o u n te rp a r t s  in t h e  business world were doing.
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Richard Pasca le s  and Anthony Athos have s t a t e d  the re  i s  no 
reason to  expect  t h a t  o ld  p r a c t i c e s  wil l  p r e v a i l .  The f e a tu re s  of 
the  p re sen t  management s t y l e s  in America make t h e i r  con t inua t ion  a 
fo o l i sh  p r a c t i c e  (88,  1981, p. 34).
Our managerial " se t"  i s  being chal lenged p e r s i s t e n t l y  
on th r e e  f r o n t s :  F i r s t ,  we a re  challenged on the  f r o n t i e r
o f  managerial p r a c t i c e ,  where even bigger  doses of  what we 
a l ready  do w i l l  y i e l d  d iminishing r e tu rn s .  . . . Second, 
we a re  chal lenged by s h i f t i n g  values with in  our so c ie ty  
which lead  people to  expect  d i f f e r e n t  th ings from organ i­
za t io n s  and to  seek d i f f e r e n t  meaning from work i t s e l f .
And t h i r d ,  the  competi t ion i s  k i l l i n g  us (88, 1981, p. 25).
Unti l  th e  1 9 6 0 's ,  educational  leaders  succeeded because th ings  
were running w e l l ,  and when t h i s  i s  t r u e ,  an i n s t i t u t i o n  can run 
i t s e l f .  The educa t ional  s i t u a t i o n  from the  1960's to  the  p resen t  has 
become f a r  more complex, and the  school l e a d e r  must be able  to  adapt 
to  th e  changing atmosphere of  th e  modern school scene (LI,  1977, 
p. 213). For Kenneth Berg,  the  major problem in education has been 
th e  lack o f  growth in th e  l e a d e r ' s  a b i l i t y  to  adapt to  various 
s i t u a t i o n s .  Berg a t t r i b u t e s  t h i s  i n f l e x i b i l i t y  to  the  hu reaucra t ic  
s t r u c t u r e  o f  most school o rgan iz a t io n s .  David Wiles , Jon Wiles, and 
Joseph Bondi, in P r a c t i c a l  P o l i t i c s  fo r  School A dm in is t ra to rs , agreed 
with Berg in  s t a t i n g  t h a t  the  i n f l e x i b i l i t y  o f  the  bureaucracy was a 
major problem fo r  th e  pub l ic  schools .  These authors  a re  concerned 
with a changing arena and th e  need fo r  f l e x i b i l i t y  in school 
a d m in is t r a t io n .
The school s e t t i n g  can be seen as an arena where i n d i ­
vidual ac t ions  can be s tu d i e d ,  issue  by i s s u e ,  in a s i t u ­
a t io n a l  con tex t  . . . The arena stands in sharp c o n t r a s t  to  
the  pure bureaucracy model of  how schools opera te .  The 
arena p e rsp ec t iv e  i s  a lso  d i f f e r e n t  from the  consensus
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o r i e n t e d ,  small group view of school o rgan iza t ions  . . . 
t h e  bottom l i n e  i s  which explanation bes t  captures  the  
most dynamics o f  how decis ions are  a c tu a l ly  made. The 
a rena  does not  rep lace  a l l  aspects o f  the  bureaucracy or  
th e  small group as explana t ions ,  but p laces  them in a 
secondary or  suppor t ing  context.  The primary explanat ion 
of  how dec is ions  a re  made in local schools i s  the  arena 
f o r  barga in ing  ( 116, 1981, p. 4).
Thomas Gordon has s t a te d  th a t  a human r e l a t i o n s  revo lu t io n  has 
begun in  American b us in ess .  He f e l t  t h a t  people a re  demanding to be 
t r e a t e d  with r e s p e c t  and d ig n i ty  and to  have some voice in t h e i r  
working l iv e s  (45 ,  1978, p. 8) .  People a re  th e  key element in any 
o r g a n iz a t i o n ,  and t h i s  puts  a premium on the  a b i l i t y  to m otiva te ,  com­
municate  w i th ,  and in f luence  employees e f f e c t i v e l y .  The g r e a t  Japanese 
i n d u s t r i a l  l e a d e r ,  M atsush i ta ,  believes t h a t  an o rgan iza t ion  i s  no 
b e t t e r  than the  people in i t  (88, 1981, pp. 76-77). The b e t t e r  the 
manager unders tands h is  subord ina tes ,  the  more e f f e c t i v e  he w i l l  be in 
accomplishing the  o rgan iza t iona l  goals (2 U  1973, p. 2) .  P e te r  Drucker 
spoke t o  the  i s su e  o f  the  changing ro le  of  the  worker and used the 
term "knowledge worker" to  d is t in g u ish  t h i s  new c rea tu re  who req u i re s
a new type  of  management program (29^ 1982, pp. 93-93).
I t  would seem c l e a r  t h a t  managers accomplish t h e i r  work through 
o th e r  people ,  and t h e i r  success depends on t h e i r  a b i l i t y  to  e n l i s t  and 
m ain ta in  t h e i r  f o l lo w e r s '  commitment and c o l l ab o ra t io n  fo r  the  a t ­
ta inm en t  of o rg an iz a t io n a l  goals (97, 1974, p. 26).  Theodore Kauss 
s t a t e d  t h a t  the  e f f e c t i v e n e s s  with which an ad m in is t ra to r  d ischarges  
h i s  du ty  depends in a l a rg e  pa r t  on how his ac t io n s  are  perceived by 
h is  sub o rd in a te s .  Many adm in is t ra t ive  problems a re  due to  poor i n t e r ­
personal  r e l a t i o n s  w i th in  the  school (59^ 197 , p. 25). In the  f in a l
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a n a l y s i s ,  a d m in i s t r a to r s  make th ings  happen through o th e r  people. Our 
school s i t u a t i o n s  a re  growing more and more d iv e r se ,  making i t  more 
d i f f i c u l t  f o r  one person to  execute a l l  cne many and var ied  tasks 
i d e n t i f i e d  as th e  r e s p o n s i b i l i t y  o f  th e  adm in is t ra to r  (61_, 1972, 
pp. 12-13).
Astu te  observers  have genera l ly  agreed th a t  successfu l  l e ade r ­
sh ip  i s  s i t u a t i o n a l l y  centered (J59, 1974, pp. 15-16). S i tu a t i o n -  
o r i e n te d  r e s e a r c h ' s  assumed expec ta t ion  t h a t  one leader  w i l l  always be 
a b le  to  do every th in g  b e t t e r  than anyone e l s e  i s  not r e a l i s t i c  (97, 
1974, p. 15). Berg s t a t e d  t h a t  i t  appears t h a t  the  success fu l  leaders  
adapt  t h e i r  behav io r  to  the demands of  the  s i t u a t i o n  a t  a p a r t i c u l a r  
moment a problem a r i s e s  ( 11, 1977, p. 213).
The a reas  d iscussed  in the  previous paragraphs have plagued 
business  and school leaders  s ince  th e  beginning of formal o rg an i ­
z a t io n s .  Man has been on a continual  search fo r  the  "one-best-way" 
t o  manage. The fo l lowing pages w i l l  review th i s  search from 1900 to 
t h e  p resen t  and w i l l  summarize the  l i t e r a t u r e  of  management, both 
bus iness  and schoo l .  Ralph Kimbrough and Michael Nunnery divided 
school a d m in i s t r a t io n  in to  th ree  major e ra s :  the  T rad i t io n a l  1900-
1930 's ,  th e  T r a n s i t io n a l  1930 's -1960 's ,  and the  Presen t  Era 1960-1976 
( 6 0 , 1976, p. 51) .  The review of l i t e r a t u r e  w il l  be completed with a 
d iscu ss ion  o f  Japanese management s t y l e s .  While th e re  may be no one 
b e s t  way to  manage, t h i s  paper w i l l  suggest  t h a t  Theory Z, as ou t l ined  
by William Ouchi, w i l l  allow the  f l e x i b i l i t y  necessary to  adapt the  
o rg an iza t io n  to  the  varying management s i t u a t i o n s .
The Trad i t iona l  Era - 1900-1930
29
"E ffo r t s  to develop a sys tematic  conceptual  base fo r  admini­
s t e r i n g  complex organizat ions  are  r e l a t i v e l y  recen t"  (60., 1976, p. 51). 
Most scho la rs  a ssoc ia te  t h i s  e f f o r t  with the  i n d u s t r i a l  revo lu t ion  
t h a t  began as the  nineteenth  century closed.  I t  was a t  th i s  time t h a t  
l a rg e  corpora t ions  began to emerge as the dominant o rgan iza t iona l  form 
in American business soc ie ty .  Leland Jenks a s se r te d  t h a t  un t i l  t h i s  
t ime,  knowledge about so lu t io n s  to  management problems was t ransm it ted  
by observat ion  or  word of  mouth and had to  be rediscovered  by most new 
firms ( 56, 1960, p. 424). In the  ea r ly  1900 's ,  Frederick  Taylor and 
Henri Fayol were developing the  p r in c ip le s  t h a t  became know' as 
" S c i e n t i f i c  Management.1
Tay lo r ,  a h ighly  respected engineer  in the  i ron and s te e l  
in du s t ry  of  America, observed the work p a t t e rn s  of  the  employees and 
was s t ru c k  by the haphazard and in c o n s i s te n t  sequences of methods used. 
He became convinced t h a t  there  was "one best"  way to  perform any given 
t a s k ,  and i t  could be discovered by ana lys is  and experimentat ion.
Taylor developed what he considered to be optimal motions, methods, and 
sequencing o f  tasks to maximize e f f i c i e n c y .  His approach became 
known as S c i e n t i f i c  Management (21^ 1973, p. 4 ) .
The essence o f  Tay lo r 's  p o s i t io n ,  and of  o thers  who 
wrote in the  same ve in ,  was t h a t  job a n a ly s i s  was to be 
used to  determine each element o f  each jo b ;  using 
empirical  da ta ,  "best"  methods of performing each job were 
t o  be determined; standard t imes, r a t e s ,  and equipment 
were to  be employed; there  was to be a c l e a r  d iv i s io n  of 
r e s p o n s i b i l i t y  between management and the  workers. Ob­
v io us ly ,  the basis  fo r  such a point  of view i s  t h a t  there  
i s  "one bes t  way" to do each job in order to  minimize 
worker o u t -p u t—an empir ica l ly  determined, universal  
t ru th  (6(), 1976, p. 54).
The s c i e n t i f i c  p r in c ip le s  expounded by Taylor are  summarized 
as fo l lows:
1. Time study.
2. Piece-meal r a t e .
3. Separation-of-Planning-from-Performance P r in c ip le .
4. Scientific-Methods-of-Work P r in c ip le .
5-. Managerial-Control P r in c ip le .
6. Functional-Management P r in c ip le  ( 11Q, 1960, p. 29).
Fayol, a French contemporary of  T a y l o r ' s ,  a lso  was a ssoc ia ted  
with the i ron and s t e e l  industry  of h is  country and has been i d e n t i ­
f i e d  as the  "Father  of Modern Management." Fayol provided the  frame­
work t h a t  has dominated management thought s ince  his time. He id en t i  
f i e d  management s k i l l s  in his book, Adminis tra t ion I n d u s t r i e l l e  e t  
Generale , as co n s i s t in g  o f r planning, o rgan iz ing ,  commanding, co­
o rd in a t in g ,  and c o n t ro l l in g  (21 ,̂ 1973, p. 4 ) .
Fayol, l i k e  Taylor, wanted to  develop p r in c ip le s  on 
.which the  bes t  managerial decis ions  could be based. He 
developed 14 of  them. . . . According to  Fayol, these  
were t r u th s  t h a t  a l l  managers in a l l  o rgan iza t ions  should 
know, because they represented the  bes t  way to  o rgan ize ,  
p lan ,  command, coord ina te ,  and contro l  the  a c t i v i t i e s  of 
subordinates  . . . the  now fa m i l i a r  p r in c ip le s  of uni ty  
o f  command, un i ty  o f  d i r e c t io n ,  the  s c a l a r  chain ,  an 
emphasis on c e n t r a l i z a t i o n  and s p e c i a l i z a t i o n ,  and a 
strong plea fo r  order  ("a place f o r  everyone and everyone 
in h is  p lace")  (2^, 1973, p. 5) .
Fayol q u a l i f i e d  t h i s  s tatement with a plea  fo r  a need fo r  f l e x i b i l i t y
and a d a p t iv i ty ;  but  those p r inc ip le s  were l o s t  in the  w r i t in g s  of the
champions of  S c i e n t i f i c  Management.
Luther Gulick adapted Fayol 's  ideas to the  o f f i c e  of  the  
P res iden t  of  the  United S ta tes  and came up with the acronym, P0SDC0RB 
Planning, Organiz ing, S ta f f in g ,  D i rec t in g ,  Coordinating, Reporting,  
and Budgeting.
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[Gulick] reasoned th a t  i f  work d iv i s io n  was e s s e n t ia l  
in  o r g a n iz a t i o n s ,  coord ination was mandatory. He ad­
vanced two in te rdependent  ways fo r  achieving 
c o o rd ina t ion .
1. By o rg an iz a t io n ,  t h a t  i s ,  by i n t e r r e l a t i n g  
the  subd iv is ions  of work by a l l o t t i n g  them 
to  men who are  placed in a s t r u c t u r e  of 
a u th o r i t y ,  so t h a t  work may be coordinated 
by o rd e rs  of super io rs  to  su b o rd in a te s ,  
reaching from the  top to  the bottom of  the 
e n t i r e  e n te r p r i s e .
2. By dominance o f  an idea ,  t h a t  i s ,  the  de­
velopment of i n t e l l i g e n t  s in g len ess  o f  pur­
pose in  the  minds and w i l l s  o f  those  who 
are  working toge ther  as a group,  so t h a t  
each worker w i l l  of  his own accord f i t  his 
ta sk  in to  the  whole with s k i l l  and 
enthusiasm (48,  1937, p. 6) .
Gulick o f fe re d  a number o f  o th e r  ideas inc lud ing  span of c o n t r o l ,  un i ty
o f  command, and a system of departmentalism. Gulick a lso  o f fe red  four
bases upon which an e n t e r p r i s e  could be organized:  by major purpose,
by major p rocess ,  by c l i e n t e l e  o r  m a te r i a l ,  and by place (60, 1976,
p. 57) .
When the  no t ions  of a h ierarchy o f  a u th o r i t y ,  span 
o f  c o n t r o l ,  and un i ty  of command are  taken c o l l e c t i v e l y  
th e  r e s u l t  i s  a pyramidal- type o rgan iza t ion .  In t h i s  
type  o f  o rg an iza t ion  the re  i s  an in te g ra te d  model of 
command; a u th o r i ty  i s  lodged a t  the apex of  th e  pyramid, 
and th e  l in e s  o f  a u th o r i ty  run d i r e c t l y  from the  top to  
t h e  bottom of  th e  o rgan iza t ion  (6£, 1976, p. 56).
Thomas Serg iovanni ,  in  "Rationale ,  B u reau c ra t ic ,  Col leg ial  and
P o l i t i c a l  Views o f  the  P r i n c i p a l ' s  Role," expla ined  t h a t  S c i e n t i f i c
Management th e o r i e s  provided a d m in is t ra to rs  with a r a t io n a l  model from
which to  work. S c i e n t i f i c  Management assumes t h a t  the p r inc ipa l  i s
capable  o f  i d e n t i fy in g  o b jec t iv e s  and determining the  most e f f e c t i v e
and e f f i c i e n t  means to reach them. Under S c i e n t i f i c  Management, i t
i s  assumed t h a t  people a re  p r im ar i ly  motivated by economic and o ther
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e x t r i n s i c  in c e n t iv e s .  Since people w i l l  do t h a t  which brings them 
the g r e a t e s t  e x t r i n s i c  ga in ,  workers a re  co n t ro l le d  by manipulat ing 
these  in cen t iv e s  (9£, 1979, p. 14).
S c i e n t i f i c  Management has been divided in to  a number o f  sub­
d iv i s io n s .  Michael Doctoroff ,  in h is  book, S y n e rg is t ic  Management, 
wrote o f  con tr ived  c o n t ro l s ,  which a re  c h a r a c t e r i s t i c  of  S c i e n t i f i c  
Management systems. These systems were generated to  mechanically 
overcome o rgan iza t io n a l  b a r r i e r s  to  c o n f l i c t  r e s o lu t io n  and o ther  
shortcomings o f  o rgan iza t ions .  According to  Doctoroff:
Contrived control  is  a c la ss  of  techniques which 
have been in troduced to overcome na tura l  r e s i t a n c e  to 
change.
1. Some of  the  more successfu l  a re :
a. GANTT
b. PERT
c. MBO (27, 1977, p. 22) .
Doctoroff f e l t  t h a t  none o f  these systems w i l l  provide the  c o r r e c t  
s t im u la t ion  nor the  balance necessary f o r  su c c e s s fu l ly  so lv ing  p resen t-  
day management problems. Doctoroff  s t a t e d  t h a t  con tr ived  contro l  i s  
used to  insu re  the  " r ig h t"  amount of  s t im u la t ion  with in  the  o rg an i ­
z a t io n .  He spen t  a la rge  port ion of  h is  book's in t ro d u c t io n  o u t l in in g  
the  GANTT techn ique ,  PERT system, and the  p r in c ip le s  of MBO.
The GANTT technique was invented by Henry Laurence Gantt 
(1861-1919) ,a contemporary o f  Frederick  Taylor.  I t  was developed for  
the  United S ta te s  government around 1917 and was f i r s t  used during 
World War I by the  Emergency F lee t  Corporation (27_, 1977, p. 22).
The key tool was a v isual  char t  on which fu tu re  time was displayed 
h o r i z o n ta l ly  and tasks  to be completed were l i s t e d  v e r t i c a l l y .  Anyone 
looking a t  th e  c h a r t  could,  without d i f f i c u l t y ,  determine the r e l a t i v e
progress being made on each subtask.  Figure 2 i l l u s t r a t e s  an example 
o f  the GANTT c h a r t .
Jan. Feb. Mar. Apr. May June
Develop glow device
Generate computer 
design
Repair su b s t r a t e  
hea te rs
S e le c t  ideal  
m a te r ia ls
Assemble prototype
Test  prototype 
performance
Manufacture 
Kê
Planned s t a r t  o f  an opera t ion .
[Planned completion o f  an opera t ion  
Progress i s  shown by the  length of  the  heavy l in e s .
When the  heavy l i n e  extends over an e n t i r e  b racke t ,  
the  opera t ion  i s  completed; absence of  a heavy l in e  
in d ic a te s  no progress .
Figure 2. Typical Example o f  GANTT Planning Chart (27^ 1977, p. 22)
The GANTT technique  r e f l e c t e d  the  func t io na l  needs of  the 
o rgan iza t ion  a t  the  t ime. Companies were l e s s  complex in World War I 
America when leaders  were more e a s i l y  i d e n t i f i e d .  The b r i l l i a n c e  of 
th e  GANTT technique i s  t h a t  i t  br ings the  o rgan iza t iona l  o b jec t iv e s  
to  the  a t t e n t i o n  o f  th e  working people and provides the s t im u la t ion
f o r  developing c r e a t i v e  so lu t io n s .  Compared to  today 's  s t a n d a rd s ,  
the  r a t e  of  change was r e l a t i v e l y  slow, and th e  o r g a n iz a t io n ' s  need 
to  respond t o  change was correspondingly l e s s  press ing  than today 
(27, 1977, p. 24).
The T r a d i t io n a l  t h e o r i s t s  rep resen t  the  f i r s t  e f f o r t  to  move 
to  a type o f  a d m in is t r a t io n  based on an organized body o f  knowledge. 
Kimbrough l i s t e d  a number of shortcomings a sso c ia ted  with S c i e n t i f i c  
Management:
1. The s p l i t  between policy  development and pol icy  
execution  was u n r e a l i s t i c .
2. I t  g ives inadequate  a t t e n t io n  to people and 
assumes they funct ion  from only economic motives.
3. The theory  does not take in to  account the  impact 
o f  fo rce s  in th e  environment on the  o rgan iza t ion .
4. The p r i n c i p l e s  are  too vague and lack in te rn a l  
cons is tency  (6CK 1976, pp. 59-61).
Under S c i e n t i f i c  Management, the  school was viewed as a w e l l -  
o i le d  machine ab le  to  r a t i o n a l l y  organize human t a l e n t s  fo r  th e  pro­
duction of s e r v i c e s .  The a t t e n t io n  of  a d m in is t ra to rs  in t h i s  model 
was on d iscover ing  the  most r a t io n a l  s t r u c tu r e s  and the most e f f i c i e n t  
work ro u t ine s  f o r  achieving t h e i r  goals .  I t  was assumed t h a t  a l l  
aspects  o f  th e  o rgan iz a t io n  could be defined and organized in to  a 
permanent impersonal design (99, 1979, p. 14).
While bus iness  o rgan iza t ions  were developing along the  l in e s  
of  S c i e n t i f i c  Management, the  publ ic  schools were a lso  adapting to 
s im i la r  management p r a c t i c e s .  Around 1905, school a d m in is t ra t io n  
became i d e n t i f i e d  as a management process not unlike t h a t  in  a 
business .  Like a b us in e ss ,  schools were to  opera te  a t  maximum e f -  
f i c i e n c e  f o r  minimum c o s t .  The ch i ld  was the raw m ater ia l  and the
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end product ;  t h e  t e a c h e r  was the  worker; and the  school was the f a c to ry  
(18, 1971, p. 207). From 1905 to 1930, Frank Spaulding and Franklin 
Bobbit t  led  school o rg a n iz a t io n s  toward the S c i e n t i f i c  Management 
methods o f  Taylor .  Ellwood Cubberly, who appeared on the  scene a 
sh o r t  time l a t e r ,  became the  most widely read T a y lo r i t e .
The e a r ly  textbooks in educational  a d m in is t ra t io n  
w r i t t e n  by Cubberly, S t r a y e r ,  Reeder, and o thers  may not 
have fol lowed Taylor  as f a i t h f u l l y  as did B o b b i t t ,  but 
t h e i r  approach was e s s e n t i a l l y  t h a t  of job a n a ly s i s .
Reeder 's  e x te n s iv e ly  used textbook,  fo r  in s t a n c e ,  con­
ta in ed  chapters  on s e l e c t i o n  of  teach e rs ,  school budget 
making, the  school j a n i t o r  and his  work, school supply 
a d m in i s t r a t io n ,  measurement of  p u p i l ' s  achievements and 
a b i l i t i e s ,  making and using curr iculum, and school 
accounting (2£,  1962, p. 72).
In an e a r l i e r  work, Campbell s t a t e d  th a t  between the  years  1910 and
1915, school managers came to accept  the idea o f  governing by
s c i e n t i f i c  p r in c ip le s  (2 0 ,  1957, p. 5).
While o l d - l i n e  educa to rs  f e l t  t h a t  s c i e n t i f i c  p r in c ip le s  were 
not  a p p l ica b le  to  e d u ca t io n ,  some of  the notions advanced by Taylor 
and o thers  began to appear  in educational  o rg a n iz a t io n s .  Some "modern" 
educators began to  champion the  p r in c ip le s  of  Taylorism. Those edu­
ca t iona l  a d m in i s t r a to r s  working in large  urban school d i s t r i c t s  were 
e s p e c i a l l y  in t r ig u e d  by th e  p o s s i b i l i t y  of adapting s c i e n t i f i c  
p r in c ip le s  to  educa t ion .  Several notions o f  the  t r a d i t i o n a l  era  were 
modified and applied  t o  educa tion .
The development and use of  pupil achievement and 
a p t i tu d e  t e s t s  and o f  school surveys were products of 
the  e ra .  In most educa t iona l  o rgan iza t ions  with any 
degree o f  complexity ,  job a n a ly s i s  with r e s u l t i n g  job 
s p e c i f i c a t i o n s  and d e s c r ip t io n s  were f u l ly  
i n s t i t u t i o n a l i z e d  (6 £ ,  1976, p. 88).
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Cubberly 's  1916 c h a rac te r iza t io n  of  the  super in tendent  i s
i l l u s t r a t i v e  o f  th e  e f f e c t  of  s c i e n t i f i c  management on American publ ic
school ad m in is t r a t io n .
. . . the  o rgan ize r  and d i r e c to r  of  the  workers of the 
schools in a l l  t h e i r  d i f f e r e n t  phases . . . the 
executive  o f f i c e r  of the school board, and a lso  i t s  
eyes ,  e a r s ,  and bra ins  . . . the supe rv iso r  of  the 
i n s t r u c t io n  in the  schools ,  and a lso  the  l e a d e r ,  advisor  
i n s p i r e r ,  and f r iend  of  the  teachers  (60 ,̂ 197.6, p. 88).
At one p o in t ,  curriculum experts  advocated the development of
curr iculum on the  bas is  of  " a c t iv i t y  a n a l y s i s , "  a modified vers ion  o f
job a n a ly s i s .  Kimbrough s t a te d  the demise of  the  one-room school
house saw the  a p p l i c a t io n  of the  subdiv is ion  o f  labor  applied  to  the
schools .  This d iv is io n  represen ts  "o rgan iza t ion  by p rocess ."
. . . the concept of ad m in is t ra t ive  process i s  derived 
from Fayol 's  "elements of management." The concept 
which Campbell and a ssoc ia tes  def ine  as " the way by 
which an o rgan iza t ion  makes decis ions  and takes act ion  
to  achieve i t s  goals" has been given considerable  a t ­
t en t io n  by educational  adminis t ra t ion  sch o la rs .  Sears 
was the  f i r s t  to  give de ta i led  a t t e n t i o n  to  the concept, 
and he f rank ly  admitted his  r e l i an c e  on Fayol , among 
o thers  (6£, 1976, p. 91).
The e a r l i e s t  programs for  preparing school adm in is t ra to rs  
s t r e s s e d  the " s c i e n t i f i c  p r inc ip le s"  t h a t  were being p rac t ic ed  in 
p r iv a t e  in du s t ry .  New adm in is t ra to rs  were taught  the "best"  methods 
and techniques fo r  deal ing with issues a s so c ia ted  with school 
management (60_, 1976, p. 101).
The T rans i t iona l  Era - 1930-1960
The era  Kimbrough has labeled " t r a n s i t i o n a l "  cons is ted  o f  two 
independent management movements. These two were taking p lace  a t  the
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same t ime. The f i r s t  was c a r r i e d  on a t  an i n t e l l e c t u a l  level  and was 
ca l led  "dem ocra t ic ."  The o th e r  was adopted by the  p r a c t ic in g  admini­
s t r a t o r s  and has become known as the  bureaucracy. While a dm in is t ra t ive  
t h e o r i s t s  l i k e  Elton Mayo and Mary Parker F o l l e t t  were championing 
democratic management s t y l e s ,  p r iv a te  and public  p r a c t i t i o n e r s  were 
adopting Weber's bureaucracy.
Even as th e  p r a c t i c in g  adm in is t ra to rs  implanted the  idea of 
the  bureaucracy ,  they read  and spoke of  the  value o f  democratic  
management. The genes is  o f  th e  democratic  f a c e t  of  the  T rans i t iona l  
Era i s  to  be found in th e  w r i t in g s  o f  F o l l e t t  and th e  empirical  work 
of Mayo and h is  a s s o c i a t e s .
As a r e s u l t  o f  these  i l lu m in a t io n  experiments,  between 
1927 and 1932, under th e  d i r e c t io n  of Elton Mayo, the  now 
famous "Hawthorne S tud ies"  were conducted. These s tu d ie s  
encompassed th r e e  d i f f e r e n t  i n q u i r i e s :  1) the  observat ions
o f  s i x  g i r l s  making telephone assemblies ( th e  r e l a y -  
assembly tes troom experiment);  2) interviews with over 
21,000 workers during a th ree  year  period ( in te rv iew  pro­
gram); 3) th e  observa t ion  of a fourteen  member male work 
group ( t h e  bankwiring observat ion  room s tudy) .  In the  
re lay-assem bly  experiments ,  product ion increased  rega rd less  
o f  th e  m od if ica t ions  made in the  physical working cond i t ions .
This led  to  t h e  hypothesis  t h a t  a changed human r e l a t i o n s  
had occurred concurren t  with the  increased production.
. . . so c ia l  and psychological  f a c to r s  were seen as c r i t i c a l  
in worker motivat ion  (60,  1976, p. 62).
The concern f o r  people  and t h e i r  job s a t i s f a c t i o n  was cen t ra l  to  the 
thought o f  Mayo and h is  Hawthorne Study. F o l l e t t ' s  b a s ic  theme was 
t h a t  any enduring s o c ie ty  or  o rgan iza t ion  must be based on a recog­
n i t ion  o f  th e  motivat ing  d e s i r e s  of  the individual  and of  the  group 
and t h a t  a l l  o rg an iz a t io n a l  problems were fundamental ly human 
r e l a t io n s  problems (60 ,̂ 1976, p. 63).
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Abraham Maslow's s tu d ie s  became an in te g ra l  p a r t  of  the  l a t e  
T ra n s i t io n a l  Era.
The in f luence  o f  Maslow's h ierarchy of  needs seems 
apparen t  in the  work of McGregor, who advanced Theory Y 
as an a l t e r n a t i v e  to  Theory X. McGregor noted t h a t  a 
s a t i s f i e d  need i s  not  a motivation of behavior ,  a f a c t  
ignored by Theory X. He f u r th e r  suggested t h a t  the 
ty p ic a l  i n d u s t r i a l  e n te r p r i s e  provided reasonably well 
f o r  the  f u l f i l l m e n t  of physiological  and s a fe ty  needs, 
but  o ffered  few op p o r tu n i t i e s  for  lower level  employees 
to  s a t i s f y  t h e i r  " e g o t i s t i c  needs." Because s a t i s f i e d  
need i s  not a m otiva tor  and organiza t ions  have done 
r e l a t i v e l y  well in regard to physiological  and sa fe ty  
needs ,  management must s h i f t  i t s  focus to soc ia l  and 
e g o t i s t i c  needs. Fa i lu re  to  do so wil l  r e s u l t  in 
u n d e r - u t i l i z a t io n  o f  human po ten t ia l  (60., 1976, p. 67).
The w r i t in g s  of  Chris Argyis and Douglas McGregor championed 
humanist ic  management s t y l e s .  McGregor argued t h a t  the re  was a need 
to develop forms of  con tro l  c o n s i s ten t  with the  view th a t  man does not 
i n h e r e n t ly  d i s l i k e  work, w i l l  exercise  s e l f - c o n t r o l ,  and under proper 
c ond i t ions  has the  capac i ty  f o r  c r e a t i v i t y  and seeks r e s p o n s i b i l i t y  
(60, 197&, p. 70). The aim was to  o f f e r  an a l t e r n a t i v e  to the 
t r a d i t i o n a l i s t s '  notion of au th o r i ty  from the top to  the  bottom.
Amitoi Etzioni  went so f a r  as to suggest  t h a t  in p ro fess iona l  o rgan i ­
z a t i o n s ,  th e  t r a d i t i o n a l  l i n e - s t a f f  o rgan iza t ion  should be reversed .  
Chester  Barnard 's  c l a s s i c  book, The Functions o f  th e  Executive (1938),  
expounded the  idea t h a t  o rgan iza t ional  a u th o r i ty  i s  dependent upon 
i t s  acceptance by th e  worker.
In the  1930's and 1940 's ,  while management t h e o r i s t s  were 
urging ad m in is t r a to r s  to  include subordinates  in making decis ions 
which a f fe c te d  t h e i r  working l i f e  and terms l i k e  "group decis ion  
making," "democratic l e a d e r sh ip ,"  " p a r t i c ip a to r y  democracy," and
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" c o l l e g i a l i t y "  were bantered back and fo r th  among i n t e l l e c t u a l s ,  the 
second form of  o rg an iza t ion ,  the  bureaucracy, was q u ie t l y  growing and 
so l id i f y in g  i t s e l f ,  e sp e c ia l ly  in publ ic  adm in is t ra t io n .  Joseph 
Sarthory evaluated  t h i s  e a r ly  democratic  movement as manipulat ive  
r a t h e r  than as a t ru e  democratic form of management (9_7, 1974, p. 29).
Sergiovanni saw the 1940's  as being ch a rac te r ized  by the  growth 
of  bureaucracy, as the  t r a n s la t i o n  of Max Weber's work f i r s t  appeared 
in the  United S t a te s .  Weber proposed what he considered an id ea l iz ed  
form of management system t h a t  has become known as the  bureaucracy.
The aim was to develop a design to  enable the  ob­
j e c t i v e s  of the  organiza t ion  to be accomplished with 
minimum expenditure  of  human and f i s c a l  resources .  The 
r e s u l t i n g  design came to be known as a bureaucracy. The 
bu reau c ra t ic  model in i t s  o r ig in a l  form was proposed by 
Max Weber (1864-1920), a German s o c io lo g i s t .  Weber, who 
saw a b u reau c ra t ic  organizat ion  as a p a r t  o f  a t o t a l  
soc ia l  theo ry ,  f e l t  i t  was a form of o rgan iza t ion  t h a t  
could f ind  express ion in governmental,  i n d u s t r i a l ,  
r e l ig io u s  and s c i e n t i f i c  o rgan iza t ions  (60 ,̂ 1976, p. 54).
The bureaucracy,  since i t s  in t roduc t ion  in the 1940 's ,  has 
become the  s tandard  form of o rgan iza t iona l  s t r u c tu r e  in American 
in d u s t ry ,  both p r iv a te  and publ ic .  For twenty years  or more, the  
value of  th e  bureaucracy was assumed. However, i t s  shorcomings are  
now being challenged on a large  s c a le .  Max Weber's theory of  
bureaucracy was f i r s t  published in Germany in 1921 (5£, 1979, pp. 24- 
25). In the  1940 's ,  with i t s  t r a n s l a t i o n  in to  English ,  Weber's 
theory became the  backbone of American in d u s t r i a l  o rgan iza t ions  ( 99 , 
1979, p. 14). Kimbrough, in his book, Educational Adminis tra t ion:
An In t r o d u c t io n , used t h i s  quote from Weber to expla in  the  purpose 
of  Weber's theory.
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The purely  b u re a u c ra t ic  type of ad m in is t r a t iv e  o rgan i­
z a t io n —t h a t  i s , the  monocratic v a r ie ty  of  bureaucracy—is  , 
from a purely  tech n ica l  po in t  of  view, capable of  a t t a in in g  
th e  h ig h e s t  degree o f  e f f i c ie n c y  and in t h a t  sense formally 
the  most r a t io n a l  known means o f  carry ing  out imperat ive  
con tro l  over human beings .  I t  i s  super io r  to any o ther  
form in  p r e c i s io n ,  in s t a b i l i t y ,  in the  s t r ingency  of  i t s  
d i s c i p l i n e ,  and in i t s  r e l i a b i l i t y  (60_, 1976, p. 54).
William Ouchi s t a t e d  t h a t  Weber observed the  p r inc ipa l  source
o f  i n e f f i c i e n c y  in a d m in is t ra t io n  stemmed from nepotism and favor i t ism .
Weber f e l t  t h a t  r a t i o n a l  decis ion  making was clouded by soc ia l
r e l a t i o n s h i p s .  Weber proposed the  ideal  form o f  o rgan iza t ion  would
se p a ra te  people from one another .  This separa t ion  would force  people
to  make d e c i s io n s  r a t i o n a l l y  with in  the boundary of  formal technica l
s t r u c t u r e ,  r a t h e r  than on the  bas is  o f  p e rs o na l i ty  (84,  1981, p. 63).
Ouchi a l so  found t h a t
. . . a l l  the  c h a r a c t e r i s t i c s  o f  the  American form of  
o rg a n iz a t io n  in te r tw in e  and a c tu a l ly  support  one another .
The pa ths  comprise a system which c lose ly  resembles a 
form f i r s t  descr ibed  by the  s o c io lo g i s t  Max Weber as the  
b u r e a u c r a t ic  o rg an iza t ion  (84, 1981, p. 62).
The term "bureaucracy" was o r ig in a l ly  designed to  descr ibe  an 
o rg an iz a t io n a l  system which i t  was hoped would maximize e f f i c ie n c y .
In Weber's a n a l y s i s ,  a bureaucracy encompasses many d i f f e r e n t  elements. 
Various men have s tu d ied  Weber and have attempted to  narrow down his 
bas ic  p r i n c i p l e s .  P e te r  Blau suggested as few as four  bas ic  p r in c ip le s  
as the  foundation of  th e  bureaucracy.  Mark Hanson used the f o l ­
lowing f i v e  c h a r a c t e r i s t i c s  as an opera t iona l  base to  d iscuss  the 
bureaucracy:  (1) H ie ra rch ica l  S t r u c tu r e ,  (2) Division of  Labor, (3)
Control by Rules , (4) Impersonal R e la t ionsh ips ,  and (5) Career 
O r ien ta t io n  (50_, 1979, p. 22).
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Hanson descr ibed Hierarchical  S t ru c tu re  as:  "Authority in an
o rgan iza t ion  i s  d i s t r i b u t e d  in a pyramid c o n f ig u ra t io n ;  each o f f i c i a l  
i s  respons ib le  fo r  his  or  her su bo rd in a te 's  a c t ions  and decis ions  (50, 
1979, p. 22). Kimbrough s t a te d  th a t  the h ie ra rchy  serves to  l e g a l i z e  
th e  a u th o r i ty  of  the  individual  holding the higher pos i t ion  in the  
s t r u c tu r e  (60, 1976, p. 55). According to Pascales and Athos, in 
t h e i r  book. The Art of Japanese Management, Barnard argued t h a t  
employees de legate  upward to management the r e s p o n s i b i l i t y  fo r  decis ion  
making, and t h i s  adds legi t imacy to the  need f o r  those above to  command 
those  below in the h ie ra rchy .  In the  case of emergencies, those  below 
expect  those above to  take  whatever ac t ions  necessary to p ro te c t  the  
e x is ten ce  of the  o rgan iza t ion .  In times when the  exis tence  of the  
o rgan iza t ion  i s  in danger, "excessive" use o f  p o s i t io n  a u th o r i ty  i s  
o f ten  accepted by those a t  the  bottom of  the  h ie ra rch ica l  pyramid.
Success i s  measured by one 's  movement upward in the  h ie ra rchy .  
Pay schedules are  s t ru c tu re d  to r e f l e c t  the  importance assigned to 
p o s i t io n in g  in the  h ie ra rc h ic a l  s t r u c tu r e .  One of  the  few 
h ie ra rc h ic a l  s t r u c tu r e s  where t h i s  does not  hold completely t r u e  i s  
th e  American m i l i t a r y .  There, the  h ighes t  ranking non-commissioned 
o f f i c e r s  often are  held in g rea te r  esteem and are  higher paid than 
th e  lowest ranking o f f i c e r s .
All formal o rgan iza t ions  must have a h ie ra rch y ,  but 
the  presence of such a mechanism, with i t s  assumptions 
o f  r a t i o n a l i t y ,  has numerous unintended consequences.
As Max Abbott po in ts  ou t ,  the h iera rchy  can de fe r  the 
process of  change. In a hierarchy with f iv e  l e v e l s ,  fo r  
example, the re  are  a t  l e a s t  four people who can veto a 
good idea coming from the lowest level  (which of  course 
is  neares t  to the  problem a t  hand) (50,  1979, p. 29).
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DIVISION OF LABOR: Because th e  varied tasks to be
performed in an o rgan iza t ion  a re  too complex for  everyone 
to  learn  with equal competence, g r e a t e r  e f f i c ie n c y  
r e s u l t s  when tasks  a re  divided in to  s p e c ia l ty  areas and 
in d iv id ua ls  a re  assigned to tasks  according to t h e i r  
t r a i n i n g ,  s k i l l ,  and experience (50, 1979, p. 22).
Employment and p o s i t io n  assignments are  made on the bas is  of the
ind iv idua l  having the techn ica l  competence to  meet the  spec ia l  demands
o f  a s in g le  t a sk  o f  the  o rgan iza t ion .  A segmented concern develops ,
due to  the f a c t  t h a t  concern for  the  whole person p resen ts  an
impossible  problem to an organ iza t ion  with a high r a t e  of  tu rnover .
D iv is ion  o f  l abo r  reduces interdependence between in d iv id u a l s ,
avoiding th e  s t a r t - u p  c o s t s  of rep lac ing  one p a r t  of a team (85^, 1978,
pp. 309-310).
Hanson descr ibed  Control by Rules as:  "O ff ic ia l  dec is ions
and ac t ions  a re  d i r e c te d  by codif ied  r u l e s ,  thus assur ing  a uniformity ,  
p r e d i c t a b i l i t y ,  and s t a b i l i t y "  (SO, 1979, p. 22). Kimbrough and 
Nunnery s t a t e d  t h a t  r a t i o n a l i t y  underguards a bu reaucra t ic  
o rg an iz a t io n .
A system of  o rgan iza t iona l  ru le s  and c o n s i s t e n t  ap­
p l i c a t i o n  o f  them in p a r t i c u l a r  ins tances  insures  a high 
degree of  p r e d i c ta b l e  behavior and conformity with p re ­
sc r ibed  p a t t e r n s  of  behavior.  Such r u l e s ,  i n t e n t io n a l l y  
e s t a b l i s h e d  and recorded in w r i t in g ,  def ine  respons i ­
b i l i t i e s  and r e l a t i o n s h ip s  among several  o f f i c e s ,  p ro te c t  
subordinates  from a r b i t r a r y  ac ts  of  su p e r io r s ,  and 
genera l ly  se rve  to enhance r a t i o n a l i t y  and reduce f r i c t i o n  
w i th in  the  o rg an iz a t io n  (60, 1976, p. 55).
Hanson descr ibed  Impersonal Rela t ionsh ip  as: "Control over
people  and a c t i v i t i e s  in an organ izat ion  can be more e f f e c t i v e l y  
e s t a b l i s h e d  i f  pure ly  p e rson a l ,  emotional and i r r a t i o n a l  elements a re  
e l im ina ted"  (50_, 1979, p. 22). An ind iv idua l  does not have to
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consider  t h e  e f f e c t  o f  dec is ions  on sep a ra te  in d iv id u a l s ,  r a t h e r  they 
can make d e c is io n s  based on ru le s  and regu la t ions  e s t a b l i s h e d  by the 
o rgan iza t ion .
CAREER ORIENTATION: Employment i s  based on e x p e r t i s e ,
promotion i s  given according to  s e n i o r i t y  and/or  m e r i t ,  
s a la ry  i s  t i e d  to  rank in the h ie ra rch y ,  the indiv idual
i s  always f r e e  to r e s ig n ,  and re t i r em en t  provis ions  e x i s t
ISO, 1979, p. 2 2 ) .
The hureaucracy i s  concerned with th e  c a ree r  employees, e s p e c i a l l y  once
the  employee moves in to  th e  management process .
Since the  t r a n s l a t i o n  o f  Weber's work, the United S t a t e s '  
i n d u s t r i a l  o rg a n iz a t io n s  have maintained the bu reau c ra t ic  form as
t h e i r  d i s t i n c t i v e  f e a t u r e  and th e  pub l ic  schools have followed s u i t .
As schools grew in s i z e  and complexity, they assumed th e  c h a r a c t e r ­
i s t i c s  o f  th e  bureaucracy (6ID, 1976, p. 91) .
The conventional  wisdom of  most researchers  and 
w r i te r s  seems to  suggest  t h a t  the  school is  be s t  de­
scr ibed  and analyzed w ith in  the  c l a s s i c a l  bu reaucra t ic  
framework. C le a r ly ,  the  publ ic  school has many 
c h a r a c t e r i s t i c s  t h a t  suggest  i t  i s  managed according 
to  d e r i v a t i v e s  o f  c l a s s i c a l  b u rea u c ra t ic  theory. For 
example, the  school maintains a well defined h ierarchy 
of a u th o r i t y  ( t e a c h e r  to  p r in c ip a l  to  supe r in tenden t) :  
power i s  c e n t r a l i z e d  in th e  ro le  o f  th e  super in tenden t ;  
ru les  s t i p u l a t e  expected and p roh ib i t ed  behavior (edu­
cat ion  code,  d i s t r i c t  p o l ic y ,  school handbook); a 
s p e c i f i c  d iv i s io n  o f  labor  e x i s t s  (English t e a ch e rs ,  
h i s to ry  t e a c h e r s ,  counse lo rs ,  a id e s ) ;  pos i t ions  r e ­
quire  u n i v e r s i t y  diplomas and s t a t e  c e r t i f i c a t e s ;  and 
a p r e c i s e ly  defined  work flow is  e s ta b l i s h e d  ( f i r s t  to 
second t o  t h i r d  grade) (E50, 1979, p. 113).
The p rev a i l in g  o rg an iza t ion a l  s t r u c t u r e  found in local  school d i s t r i c t s
rep resen ts  a kind of in te g ra te d  h ie ra rchy  of a u th o r i ty ,  which appears
to  be r a t i o n a l .  These s t r u c tu r e s  a re  b u reau c ra t ic  in t h e i r  use of
s t a t u t e s ,  o rd in an c es ,  p o l i c i e s ,  and th e  l i k e  (60, 1976, p. 89).
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Edward Dean, in his  1975 paper f o r  Kappa Delta P i ,  s t a t e d  t h a t  
h i s t o r i c a l l y ,  schools have been operated from the "top downward" (26, 
1975, p. 52) .  In school d i s t r i c t s  of  any s i g n i f i c a n t  s i z e ,  the  
l i n e - s t a f f  system i s  u su a l ly  p resen t .  While Hanson agreed t h a t  the 
school d i s t r i c t s  a re  b a s i c a l l y  b u re a u c ra t ic ,  he f e l t  the re  a re  l im i ts  
. t o  i t s  b u re a u c ra t ic  n a tu re .
The b u re a u c ra t ic  model with i t s  emphasis on c e n t r a l i z e d  
dec is io n  making and r a t i o n a l l y  defined s t r u c tu r e s  i s  co r re c t  
when a p p l ied  to sc h o o ls ,  but only to  a po in t .  Elements 
a l i e n  t o  the  c l a s s i c a l  model are  p resen t  in the  governance 
process  o f  the  school because of the  presence of  employees 
who have a p ro fe s s io n a l  o r e i n t a t i o n .  The in s t r u c t i o n a l  
mission of  the  school becomes the  organizing force  of the  
p ro fess io n a l i sm  of th e  te a c h e rs .  The need f o r  e f f i c i e n t  
resources  a l l o c a t io n s  and r a t io n a l  planning procedures 
becomes the  o rgan iz ing  fo rce  fo r  the  a d m in i s t r a to r s . A 
p i c t u r e  of  two very d i f f e r e n t  sources of o rgan iza t iona l  
con tro l  in the  school then emerges (5£, 1979, p. 113).
In the  schools some dec is ions  are  de legated  and o thers  are 
maintained in  a c e n t r a l  l o c a t io n .
For example, c e n t r a l  o f f i c e  personnel must maintain 
contro l  over the  d i s t r i c t  budget. I f  each school p r inc ipa l  
were de leg a ted  the  a u th o r i t y  to  h i r e  the number of  teachers  
he or she wanted in th e  classroom or were delegated  the 
a u th o r i t y  to  purchase any equipment d e s i red ,  the  r e s u l t  
would be f i s c a l  anarchy and a d m in is t ra t iv e  chaos (50_, 1979, 
p. 35).
In th e  years  immediately following World War I ,  ad m in is t r a t iv e  
development in the  p u b l ic  schools saw three  management phi losophies  
being expounded. The f i r s t  came from the w r i t in g s  of  F o l l e t t  who 
was a t tem pting  to develop a broad soc ia l  philosophy of adm in is t ra t ion  
designed t o  f i t  the  American c l imate  of  the f i r s t  h a l f  o f  the  
tw entie th  c en tu ry .  F o l l e t t  drew upon and attempted to  i n t e g r a t e  the 
views o f  i n d u s t r i a l  and s c i e n t i f i c  management, ind iv idua l  psychology,
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the psychology o f  work r e l a t i o n s ,  p o l i t i c a l  s c ien c e ,  and public  
a d m in i s t r a t io n .  The second was a s h o r t - l iv e d  t rend  to emphasize the  
problem o f  c on cep tu a l iz ing  design and s t r u c tu r e  in formal o rgan i­
za t io n s .  The t h i r d  development c rea ted  in the  1940's had as i t s  
primary emphasis the  a rea  o f  in te rpersona l  and small group r e l a t i o n s  
(19, 1957, p. 102).
In the  1930's as the  Great Depression deepened, th e  d i c t a ­
t o r i a l  businessman l o s t  h is  p o s i t io n  o f  predominance in the  American 
soc ia l  s t r u c t u r e .  The r i s e  of European d i c t a t o r s  began to  th rea ten  
the so c ia l  and p o l i t i c a l  s t r u c t u r e  o f  America and, as business 
t h e o r i s t s  turned to  t a l k  o f  democracy within  t h e i r  o rg a n iz a t io n s ,  
school a d m in is t r a t io n  t h e o r i s t s  a l so  took up the cry fo r  democracy 
in a d m in i s t r a t io n .  Since schools were designed to se rve  democracy, 
i t  would seem only reasonable  t h a t  they would be organized demo­
c r a t i c a l l y .  Decisions were to  be made by a l l  those  involved in the  
process ( 18, 1971, pp. 208-209).
Many school o f f i c i a l s ,  e s p e c i a l l y  those  ou ts ide  the  large 
c i t y  d i s t r i c t s ,  had l i t t l e  p repa ra t ion  and gen era l ly  lacked knowledge 
of s c i e n t i f i c  management p r i n c i p l e s ,  which made i t  e a s i e r  fo r  the 
hum an-re la t ions-behaviora l  sc ience  movement to  a f f e c t  educational  
a d m in is t r a t io n .
There were e f f o r t s  to  democratize the p r a c t i c e  of  
educa t iona l  a d m in i s t r a t io n .  . . . the re  was a growing 
emphasis on the  u t i l i z a t i o n  of concepts from anthropology, 
psychology, so c io logy ,  and the  behavioral elements of 
economics and p o l i t i c a l  sc ience  (when considered c o l l e c t i v e ,  
the  term so c ia l  sc ience  was f req uen t ly  used) f o r  the study 
and p r a c t i c e  o f  educat ional  adm in is t ra t io n  (60, 1976, p. 93).
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From the  1930's to the mid-1950's , educational  meetings,  journal  
a r t i c l e s ,  and textbooks centered on the p r in c ip le s  of democratic 
ad m in is t r a t io n .  Harold Spears s t a te d  t h a t  no su b je c t  got  more a t ­
t e n t io n  in the  twenty-year  period encompassing the 1930's and 1940's 
o f  American adm in is t ra t ion .  The inf luence  o f  the  T ran s i t ion a l -E ra  
scho la rs  began in the 1930's with education w r i t e r s  urging democracy 
in educational  adm in is t ra t ion  (60^, 1976, p. 94).
Another theme of  these  advocates of democratic adm in is t ra t ion  
was the  need fo r  the  school executive to  s a t i s f y  the  psycholog ical ,  
as well as the  economic, needs of  the teache r  and o th e r  school 
employees. The works of Mas low began to in f luence  education l ead e rs .  
In the  e a r ly  days of t h i s  e r a ,  p repara t ion  programs began to pay l e s s  
a t t e n t i o n  to  the  s c i e n t i f i c  p r in c ip le s  of  management.
While t h e o r i s t s  spoke of  the  high id e a l s  of  democracy, the  
p r a c t i t i o n e r  nodded in agreement and went ahead developing i t s  
a n t i t h e s i s ,  the  bureaucracy. The college  p ro fes so r  encouraged pro­
sp e c t iv e  a dm in is t ra to rs  to  be humanist ic,  democrat ic , people- 
o r ien ted  managers, and the  la rge  urban school d i s t r i c t  was bus i ly  
en trenching  Weber's bureaucracy as the c h a r a c t e r i s t i c  mode of day-to -  
day opera t ion  within  the  school d i s t r i c t s  of  America. In school 
d i s t r i c t s  of any s i g n i f i c a n t  s i z e ,  the  c h a r a c t e r i s t i c s  of the 
bureaucracy appeared: l i n e - s t a f f ,  h ierarchy  o f  a u th o r i t y ,  s t a t u t e s ,
o rd inances ,  p o l i c i e s ,  and th e  l i k e  (6£, 1976, p. 89).
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The Presen t  Era - 1960-1980
In th e  1 9 6 0 's ,  i t  became more common fo r  management 
p r a c t i t i o n e r s ,  r e s e a r c h e r s ,  and w r i t e r s  to  challenge the assumptions 
underly ing  the  c l a s s i c a l  approaches (21, 1973, p. 5). In educa t ion ,  
a n e o - s c i e n t i f i c  method emerged as the  pub l ic  school a d m in is t ra to rs  
once again tu rned  to  p r iv a te  indus t ry  f o r  p a t t e rn s  of management.
E a r l i e r  S c i e n t i f i c  Management has emerged in to  a new, 
more s o p h i s t i c a t e d  form. In education t h i s  n e o - s c i e n t i f i c  
management o f f e r s  such "new" ideas as performance c o n t r a c t in g ,  
behavior  o b j e c t i v e s ,  s t a t e  and na t iona l  assessment,  co s t  
b e n e f i t  a n a l y s i s ,  (MBO) Management By Objec t ives ,  Planning 
Programming Budget Systems (PPBS), Management Information 
System (MIS) and o t h e r s ,  each p resc r ibed  to  maximize edu­
c a t io n a l  r e l i a b i l i t y  and p ro d u c t iv i ty  a t  decreased co s t s .  
N e o -S c ie n t i f i c  management's r e l i a n c e  on norms of r a t i o n a l i t y  
in c reases  as i t  pursues a c c o u n ta b i l i ty ,  c o n t ro l ,  and e f ­
f i c i e n c y ,  and seeks g r e a t e r  r e l i a b i l i t y  in the o rgan iza t ion  
and op e ra t io n  of  schools (99, 1979, p. 13).
This approach has been i d e n t i f i e d  as a systems approach to  management
and has u sua l ly  been super-imposed on the  bureaucracy a lready in
o p e ra t io n .
The general  sys tem-soc ia l  e ra  focuses on unifying 
p r i n c i p l e s  t h a t  se rve  to  i n te g r a t e  knowledge and under­
s tanding  from many d ive rse  f i e l d s .  I t  p laces major 
emphasis on an a n a ly t i c a l  approach. I t s  foundation i s  
in  the e f f o r t s  of scho la rs  from many f i e l d s ,  including 
th e  behaviora l  and soc ia l  s c i e n t i s t s ,  who made major 
c o n t r ib u t io n s  to  the  T ran s i t io na l  Era. I t  rep resen ts  a 
lo g ic a l  ref inement  o f  some of the  key ideas of the human 
r e l a t i o n s  - behavioral  sc ience  e ra .  In f a c t ,  some have 
suggested t h a t  as app lied  to  th eo r ie s  of  adm in is t ra t ion  
and o r g a n iz a t io n ,  th e  systems era  combines the b e t t e r  
ideas from the  T rad i t io n a l  and T ra n s i t io n a l  Eras (60,
1976, p. 77).
One o f  th e  e a r l i e s t  systems approaches of t h i s  period was 
PERT, the  Program Evaluat ion Review Technique, which l ik e  the  GANTT
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technique,  was f i r s t  in t roduced  by the United S ta te s  Government and 
was the  next  s tep  in a systems form of  management. In 1958, the 
Special P ro je c t  Office o f  th e  United S ta tes  Navy, concerned with the 
execution of la rge  m i l i t a r y  development programs, introduced PERT f o r  
i t s  P o la r i s  weapons system (27,  1977, pp. 24-25). PERT was designed 
.as  an aid in id e n t i fy in g  and concentra t ing  on the  o b jec t iv e s  of the  
o rgan iza t ion .  Figure 3 ,  which fo l low s,  i l l u s t r a t e s  PERT and i t s  key. 
The chores to  be completed a re  e n c i r c l e d ,  with the  l i n e s  between 
rep resen t ing  the  amount o f  time t h a t  should be requ ired  to  complete 
the  t a sk .  Three numbers a re  given;  they rep re sen t  a p e s s im is t i c ,  an 
o p t im i s t i c ,  and a most l i k e l y  e s t im a te .  Doctoroff f e l t  t h a t  the 
value of PERT i s  t h a t  i t  more r e a l i s t i c a l l y  d e a l t  with the  increased 
complexity o f  soc ie ty  and b u s in e s s ,  which makes exac t  times impossible. 
The system a lso  shows r e l a t i o n s h i p s  between d i f f e r e n t  ta s k s .  PERT 
w i l l  a lso  i n d ic a te  i f  one t a s k  must be completed before  another can 
be s t a r t e d  (27,  1977, p. 25) .  Since the  system is  numerically  based 
and focused on the se qu en t ia l  order  of ta s k s ,  i t  i s  e a s i l y  adaptable 
to  th e  computer, and most p r a c t i t i o n e r s  of PERT make use of modern 
da ta -p ro cess in g  a ids .  I t  i s  an easy matter to  su b je c t  a program to 
s t a t i s t i c a l  an a ly s is  and c a l c u l a t e  the  amount o f  variance  t h a t  may 
be expected f o r  the  p re d ic te d  va lues .  In D oc to ro f f ' s  s tudy ,  i t  was 
found t h a t  PERT began to  lo se  i t s  popular i ty  in th e  e a r ly  1970's .
The loss  o f  favor  was due to  th e  f a c t  th a t  co rpora t ions  grew more 
and more complex and opaque in  the 1960‘s. This complexity made i t  
i n c re a s in g ly  d i f f i c u l t  f o r  PERT to  meet the needs o f  the  organ iza t ion  
(27,  1977, p. 27).
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An a d m in i s t r a to r  accepting  the systems approach w i l l  be 
g o a l -o r ien ted ,  s i t u a t i o n a l l y  aware, and w i l l  understand group dynamics. 
One of the  most common systems approaches in opera t ion today is  
Management By Object ives  (MBO). The publ ic  school a d m in i s t r a to r  has 
incorporated MBO withou t  des t roy ing  the bureaucracy,  which has become 
an in te g ra l  p a r t  o f  p ub l ic  school a d m in is t ra t ion .
Ouchi found t h a t  every major company and government bureau 
devotes a la rg e  po r t io n  o f  i t s  time to the  s e t t i n g  o f  s p e c i f i c  and 
measurable performance goals .  I f  t h i s  i s  a va l id  eva lua t ion  of  time 
usage, i t  i s  only lo g ic a l  t h a t  these  o rgan iza t ions  w i l l  determine 
t h e i r  success based on how well they meet these  o b je c t iv e s .  Drucker 
and McGregor a re  c r e d i t e d  with developing the p r in c ip le s  of  
Management By O b jec t ives .  Ouchi found t h a t  MBO has jo ined  p ro ­
gramming, p lanning ,  e v a lu a t io n ,  and c o s t - b e n e f i t  an a ly s is  as one of  
the  basic  to o l s  of American management (84, 1981, p. 40).  The 
curren t  formula tion o f  MBO is  most of ten  c red i ted  to  Drucker who, in 
1964, suggested t h a t  managers should be held accountable fo r  r e s u l t s  
r a th e r  than p rocesses .  Doctoroff  found t h a t  the p r in c ip le s  of MBO 
were f u r t h e r  developed by management p r a c t i t i o n e r s ,  who derived 
in s p i r a t io n  from the  1965 w r i t in g s  of Odiorne.
Doctoroff  l i s t e d  the  following four fea tu re s  t h a t  he found 
common to  a l l  v a r i a n t s  o f  MBO:
1. Object ives  are  e s t a b l i s h e d  fo r  each po s i t io n  
in the  h ie ra rch y .
2. Objec t ives  a re  e s tab l i sh ed  j o i n t l y  by the  
s u p e r io r  and the  subordina te  in an o b jec t ive  
s e ss io n .
a.  Super io r  may s e t  a l l  the  ob jec t iv e s  with 
subord ina te  in a t tendance .
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b. Subordinate  may s e t  a l l  the  ob jec t iv e s  
with the  supe r io r  in attendance.
c. An o u ts ide  exper t  may be consulted to  
e s t a b l i s h  o b jec t iv e s  to be met by both 
subord ina te  and supe r io r .
( I t  i s  t h i s  f e a tu re  of MBO t h a t  i s  new and 
d i s t in g u i s h e s  i t  from e a r l i e r  systems.)
3. The o b je c t iv e s  of  one group must be l inked to  
those o f  o ther  groups.
4 . There i s  an emphasis on measurement and contro l  
o f  the  o b jec t iv e s  t h a t  a re  se lec ted .
a. The f e a tu r e  implies the  need fo r  p e r io d ic  
reviews of ob jec t ives  and a mechanism for  
a llowing regu la r  r e d r a f t i n g .
b. This aspec t  of MBO t r u ly  goes beyond GANTT 
and PERT techniques.
c. I t  recognizes the  need to  respond and 
change and provides a mechanical procedure 
f o r  dea l ing  with i t  (27_t 1977, p. 28).
Doctoroff  summed up his review o f  contr ived contro l  systems 
by s t a t i n g  t h a t  the  GANTT technique was developed when production was 
the  prime focus o f  i n d u s t r i a l  e f f o r t s .  When research  and development 
became th e  key to  o rgan iza t io na l  success ,  PERT replaced the  GANTT 
technique .  As o rgan iza t io n  became more complicated and r e s u l t s  
became t h e  t a r g e t  o f  a p p r a i s a l ,  MBO began to dominate o rgan iza t ion a l  
management. MBO can be used in many new ways, the most popular  of  
which inc ludes  improved corporate  communications and c o n t r o l ,  q u a l i ­
f i c a t i o n  o f  the  o r g a n i z a t i o n ' s  go a ls ,  w e l l - s t r u c tu r e d  planning 
systems,  a ve h ic le  f o r  team b u i ld in g ,  and a system o f  performance 
review (27 ,  1977, p. 29).
5 .  J .  Knezevich, in h is  s tudy ,  "MBO: I t s  Meaning and Ap­
p l i c a t i o n  to  Education A dm inis tra t ion ,"  offered a model of the  
opera t ion  o f  an MBO system. In h is  model, Knezevich added the  aspect  
of human r e l a t i o n s  to  the  p r in c ip le s  of MBO. The emphasis i s  placed 
on what Knezevich c a l l e d  PMBO. PMBO's number-one concern i s  the
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manager o f  the  o rgan iza t ion .  Figure 4 i l l u s t r a t e s  the  General MBO 
Model.
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4
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RECYCLING: Redef in i t ion  of O b jec t iv e s ,  Per­
formance In d ica to r s  and Standard 
Assignments, A l t e r n a t iv e s ,  and 
S t r a t e g ie s
Figure 4. General MBO Model (61_, 1972, p. 17)
Drucker a lso  s t r e s se d  the  immense importance of the  manager, 
fo r  Drucker f e l t  they are  a bas ic  resource of  every co rp o ra t ion .  Not
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only i s  the  manager a bas ic  r esou rce ,  he i s  one o f  the  s c a r c e s t  and 
most expensive of  a l l  the resources  in a business e n te r p r i s e .
Sergiovanni  s t a t e d  t h a t  in any mechanist ic  model, the  school 
i s  viewed as a w e l l - o i l e d  machine moving toward pre-determined goals .  
The r o l e  o f  the  a d m in i s t r a to r  i s  to  discover  the  most ra t io n a l  
s t r u c t u r e  and th e  most e f f i c i e n t  work rou t ines  f o r  achieving these  
goa ls  (99,  1979, p. 14).  However, n e i th e r  n e o - s c i e n t i f i c  management 
nor  b u r e a u c r a t i c  th ink ing  gives adequate a t t e n t i o n  to the human s ide  
o f  l i f e  in educa tional  o rg an iz a t io n s .  Such issues  as individual  
p e r s o n a l i t y ,  m o t iv a t io n ,  and morale seem c le a r ly  secondary in a 
c o n t r iv ed  co n tro l  system. This neg lec t  of indiv idual  needs has 
caused many o f  th e  major problems t h a t  e x i s t  today between management 
and l a b o r .  As American workers developed in to  what Drucker c l a s s i f i e d  
as "knowledge workers ,"  they have demanded t h a t  t h e i r  work experience 
s a t i s f y  a f a r  g r e a t e r  v a r i e ty  of t h e i r  needs. As Japanese i n d u s t r i a l  
l e a d e r s  took ideas from American business leaders  a f t e r  World War I I ,  
American a re  now tu rn in g  to  t h e i r  former s tu d e n ts  fo r  management 
i n s t r u c t i o n .
Japanese i n s t i t u t i o n s  provide a p a r t i c u l a r l y  i l ­
lumina t ing  m irro r  f o r  America fo r  several  reasons:
1. Japan consciously  examined and r e s t ru c tu r e d  a l l  
t r a d i t i o n a l  i n s t i t u t i o n s  on the bas is  of 
r a t i o n a l  co n s id e ra t io n .
2. Japan i s  th e  only non-Western, f u l ly  
i n d u s t r i a l i z e d  democrat ic country.
3. Japan has confronted many of  the problems 
confron t ing  America f o r  the  f i r s t  time today.
4. Japanese i n s t i t u t i o n s  have been e x t r a o r d in a r i l y  
success fu l  ( 111, 1979, pp. 4-8) .
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Among the  e a r l i e s t  t h e o r i s t s  to  apply systems concepts to 
educational  a d m in i s t r a t io n  were Getzels and Guba, as they s e t  out  to 
develop a model p i c t u r in g  adm in is t ra t ion  as a s t r u c tu r e  of  a 
h ierarchy  of su p e ro rd in a te -su bo rd ina te  r e l a t i o n s h ip s  within  a con­
cep tua l ized  so c ia l  system. Figure 5 i l l u s t r a t e s  t h e i r  Nomothetic 
Dimension Model.
I n s t i t u t i o n  Role -*■ Expectation
/
Social Observed
System Behavior
51 **
Indiv idual  -  P e rsona l i ty  -  DiSp“ ? t , on
Figure  5. Getzels-Guba Model of Nomothetic Dimension (60, 1976, 
p. 104)
In add i t io n  to  th e  model of Getzels  and a s s o c i a t e s ,  severa l  
o th e r  systems-type models have been c re a te d .  These models can serve 
as a source of  hypotheses to  guide the  study of  educational  admini­
s t r a t i o n .  The b e t t e r  known models include the works of Homan, 
S t o d g i l l ,  and Hal p in .  The sys tem s-or iented  adm in is t ra to rs  approach 
events with the  conv ic t ion  t h a t  there  a re  general  p r in c ip le s  t h a t  
u sua l ly  can be app l ied  to  the  s p e c i f i c  problem a t  hand. As the 
o rgan iza t ion  in c re ase s  in complexity, the  more numerous w i l l  be the  
range of a c t i v i t i e s  o f  each. One can apply t h i s  to schools ,  fo r  as 
a school d i s t r i c t  grows in s iz e  and complexity,  there  wil l  be an i n ­
crease  in demands and an increas ing  number o f  u n i t s  (60, 1976, p. 112)
The Future:  Japanese Management
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Ouchi 's  book, Theory Z, i s  an overview of  Japanese management 
p r a c t i c e s  and an a t tem pt  to i d e n t i f y  which o f  those p r a c t i c e s  are  
adaptab le  t o  American indus t ry .  Ouchi o u t l in ed  the  d i f f e r e n c e  between 
Japanese and American indust ry  as fo l lows:
JAPANESE AMERICAN
Life t im e  Employment Short- term Employment
Slow Evaluat ion  and Promotion Rapid Evaluation and Promotion
Non-Special ized Career Paths Spec ia l ized  Career  Paths
I m p l i c i t  Control Mechanisms E x p l i c i t  Control Mechanisms
C o l le c t iv e  Decision Making Individual  Decision Making
C o l le c t iv e  R espons ib i l i ty  Individual  R esp o n s ib i l i ty
W ho!is t ic  Concern Segmented Concern (84,  1981,
p. 58) .
The c lose  r e l a t i o n s h i p  between the  Japanese worker and company 
i s  in t im a te ly  connected with the  c o u n t ry 's  system of  l i f e t i m e  
employment, which covers t h i r t y - f i v e  percen t  of  the labo r  fo rce .  
Japanese companies provide ex tens ive  soc ia l  se rv ices  f o r  t h e i r  
employees. Much o f  the  employee’s l i f e  ou ts ide  work i s  spent  in 
company so c ia l  c lubs (E[5, 1981, p. 59). In Japanese i n d u s t ry ,  Ouchi 
found t h a t  v i r t u a l l y  every department has someone who knows the people, 
t h e  problems, and th e  procedures o f  a l l  o th e r  areas w ith in  the  organ i­
z a t io n ;  t h u s ,  when coord ina t ion  i s  necessa ry ,  both s ides  w i l l  be able 
to  understand and cooperate  with o th e rs  (55^, 1981, p. 31). Naboru 
Yoshi , a s e n io r  adv iso r  with the  Sony Corporat ion, s a id :  "We do not
c a l l  our employees workers or lab o re r s  but  a sso c ia te s  ins tead"  (55, 
1981, p. 59).
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One of the  most publ ic ized  fea tu res  of  Japanese o rgan iza t ions  
i s  th e  p a r t i c i p a t i v e  approach to  decision making.
When an important  decis ion  i s  made in a Japanese 
o r g a n i z a t i o n ,  everyone who wil l  feel i t s  impact i s
involved  in making i t .  . . . wil l  o f ten  mean s ix ty
to  e ig h ty  people and, each time a s i g n i f i c a n t  modi­
f i c a t i o n  a r i s e s , ’ con tac t ing  a l l  the people involved
a g a in .  The team w il l  repea t  t h i s  process u n t i l  a 
t r u e  consensus has been achieved. Making a decis ion  
. . . takes  a very long time, but once a dec is ion  is  
rea ch e d ,  everyone a f fe c te d  by i t  wil l  be l i k e l y  to 
s u p p o r t  i t  (8_4, 1981, p. 44).
Pascales  and Athos d e a l t  with two key f a c e t s  of decis ion  making:
th e  degree  o f  agreement among people and the  e x te n t  of knowledge as to
whether  t h e  dec is ion  w i l l  produce the des i red  r e s u l t .  The authors  
f u r t h e r  s t a t e d  t h a t  when the  two are  in agreement, the re  i s  l i t t l e  
problem in  u n i l a t e r a l  dec is ion  making. However, where e i t h e r  in ­
g r e d i e n t  i s  la c k in g ,  th e re  i s  a g rea t  need fo r  a more c o n s u l t a t i v e ,  
as compared with an a u t o c r a t i c ,  decision-making process .  "When d i s ­
agreement e x i s t s  and the  ba s is  fo r  making a sound decis ion  is  highly  
u n c e r t a i n ,  h igh ly  c o n s u l ta t iv e  type decis ions  a re  c a l le d  fo r  (88,
1981, p .  82) .
W es te rn -s ty le  p a r t i c i p a t i v e  decis ion making i s  by now a f a i r l y
s t a n d a rd iz e d  process .  T y p ica l ly ,  a small group of not  more than e ig h t
o r  ten  people  w i l l  ga ther  around a t a b l e ,  d iscuss  the  problem, and 
su g g e s t  t e n t a t i v e  so lu t io n s .  Abrahamson def ined  p a r t i c i p a t i o n  as 
involvement o f  employees in decis ion  making on d i f f e r e n t  l ev e ls  in  an 
o r g a n iz a t io n  (2^ 1977, p. 186). To achieve consensus, he recommended 
an emphasis on the  need fo r  l e s s  f r a c t i o n a l i z a t i o n  of  work and a 
g r e a t e r  involvement in and in f luence  by workers over t h e i r  work
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s i t u a t i o n  (2_, 1977, p. 193). Ouchi s t a t e d  t h a t  a group has reached 
:.visensus when i t  f i n a l l y  agrees upon a s in g le  a l t e r n a t i v e  and when 
each member o f  the  group can honest ly  say th ree  th in g s :
1. I be l ieve  t h a t  you understand my po in t  of  view.
2. I be l ieve  t h a t  I unders tand your po in t  of view.
3. Whether or not  I p r e f e r  t h i s  d ec i s io n ,  I w i l l  
suppor t  i t ,  because i t  was a r r ived  a t  in an 
open and f a i r  manner (84,  1981, p. 43).
For Fred F i e ld e r ,  l e ad e rsh ip  e f f e c t iv e n e s s  should be evaluated 
in terms o f  the  group 's  performance in r e l a t i o n  to  i t s  primary t a s k ,  
even though th e  group 's  o u t -p u t  i s  not  e n t i r e l y  with in  the  immediate 
physical contro l  o f  th e  l e a d e r  (37^, 1977, p. 9 ) .  Rick B a r d e l l i n i ,  in 
h is  pamphlet,  "Leadership Makes th e  D if fe rence ,"  explained th a t  
p a r t i c i p a t i v e  management assumes t h a t  people are  r e s p o n s ib le ,  want to 
do a good jo b ,  and should p a r t i c i p a t e  in the  dec is ions  t h a t  make the 
o rgan iza t ion  fu n c t io n ;  t h i s  can be thought of  as management by in ­
volvement. Pascales  and Athos s t a t e d  t h a t  people, ge n e ra l ly  speaking, 
want to  i d e n t i f y  with t h e i r  o rgan iza t ion  and want to t r u s t  and depend 
on those  with whom they work. Ouchi d e a l t  with t h i s  i s su e  in the 
following paragraph.
The h ie ra rchy  o f  work, somewhat re laxed in t h i s  
s e t t i n g ,  gives people th e  oppor tun i ty  to i n t e r a c t  more 
as e q u a ls ,  or  a t  l e a s t  wi thout  the f a m i l i a r  h i e r a rc h ic a l  
r o l e s .  Technicians can express  t h e i r  w i l l ing n ess  to 
regard foremen as r e g u la r  people r a t h e r  than superv isors  
to  be suspec ted .  Managers show subordinates  t h e i r  ac­
ceptance of  them as e q u a l s ,  as whole human beings (84,
1981, pp. 80-81) .
Kenneth Fallon spoke o f  democratic decis ion  making as requ i r ing  
the c o n su l ta t io n  o f  a l l  segments of  the  s t a f f  a f f e c te d  by the  dec is ion .  
Fallon be l ieved  t h a t  employees who p a r t i c i p a t e  in t h i s  management s ty l e
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f ee l  more highly motivated and tend to incorpora te  the  o rg a n iz a t io n ' s  
goals  more rea d i ly  than do employees working in organ izat ions  t h a t  
a re  a u to c r a t i c  or c o n su l ta t iv e  in nature  (35 ,̂ 1974, p. 556). Howard 
C a r l i s l e  believed F a l lo n ' s  assumption to  be c o r r e c t ,  as evidenced 
below:
The premise i s  t h a t  i f  ind iv idua ls  are  permitted to 
^unction more on t h e i r  own, they w i l l  take more respons i ­
b i l i t y  fo r  t h e i r  work and derive g r e a t e r  f e e l in g s  of 
recogni t ion  and s e l f - s a t i s f a c t i o n  from what they do. The 
appeal i s  to the  psychological  need of  applying personal 
s k i l l s  to  a c t i v i t i e s  t h a t  are s i g n i f i c a n t  to the  work of 
the  o rgan iza t ion  (2 U  1973, p. 131).
Another key f e a tu re  o f  decis ion making in Japan is  the  i n ­
t e n t io n a l  ambiguity as to who i s  responsib le  fo r  what dec is ion .  In 
th e  United S t a t e s ,  job desc r ip t ions  and n e g o t ia t io n s  between employees 
a re  designed fo r  th e  purpose of s e t t in g  boundaries as to where the  
a u th o r i ty  to  make dec is ions  begins and where i t  changes hands. In 
Japan,  no one person i s  respons ib le  fo r  any p a r t i c u l a r  dec is ion .  A 
group or  a team of employees assumes j o i n t  r e s p o n s i b i l i t y  fo r  a l l  
t a s k s ,  and each member i s  completely respons ib le  fo r  a l l  tasks in which 
they are  involved.  The concept of a s t rong o r i e n t a t io n  to c o l l e c t i v e  
values and a c o l l e c t i v e  sense of  r e s p o n s i b i l i t y  i s  a Japanese business  
concept d i f f i c u l t  f o r  Americans to accept .  However, the  concept i s  
log ica l  when one r e a l i z e s  t h a t  work l i f e  i s  e s s e n t i a l l y  in te g ra te d  
and in te rdependent .  No one completes his  tasks  alone in the complex 
world of  today.  In a sense ,  the  Japanese value o f  c o l lec t iv i sm  f i t s  
n a tu r a l l y  in to  an i n d u s t r i a l  s e t t i n g ,  whereas Western ind iv idua lism  
provides cons tan t  c o n f l i c t  (8£, 1981, p. 51).
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Ouchi 's  Theory Z cu l tu re  d e a l t  with the worker 's  l i f e  as a 
whole. He f e l t  one cannot view the worker as a machine from nine to 
f i v e  and as a human being during h is  non-working hours. The company 
o rg an iz a t io n  p lays  a c en t ra l  ro le  in the l iv e s  of i t s  workers.
Employees in a l l  ranks o f  the  o rgan iza t ion  de r ive  much o f  t h e i r  d a i ly  
so c ia l  co n ta c t  t h e r e  and s i t u a t e  themselves in soc ia l  r e l a t i o n s  ou ts ide  
th e  o rg an iz a t io n  through the  po s i t io n  they hold in the  company or 
o rg a n iz a t io n  (88 ,  1981, pp. 300-301). Theory Z suggests  t h a t  humanized 
working c ond i t ions  not  only increase  p ro d u c t iv i ty  and p r o f i t  to  the 
company, but  a l s o  inc rease  th e  se l f -e s teem  of  employees. Ouchi 
r e f e r r e d  to  Chris Argyis '  study in which managers a re  challenged to 
i n t e g r a t e  i n d iv id u a l s  in to  the  o rg an iz a t io n ,  so as not to  c rea te  
a l i e n a t i o n  and h o s t i l i t y  among t h e i r  workers. Argyis f e l t  t h a t  
a l i e n a t i o n  and h o s t i l i t y  are  inheren t  in the  b u reau c ra t ic  form of 
management. The Type-Z organ iza t ion  is  a consent c u l tu r e :  a com­
munity o f  equals  who cooperate  with one another  to  reach common goals 
(84 ,  1981, p. 83).
Eastern  s o c i e t i e s  were so populous, and because 
s p i r i t u a l ,  p u b l i c ,  and p r iv a te  m at ters  were so i n ­
t e g r a t e d ,  t h e i r  o rgan iza t ions  tended to regard the  
t a s k  o f  con tro l  in the  context  of  the whole of  human 
needs ,  r a t h e r  than as a more narrow t r a n s a c t io n  between 
l a b o r  and c a p i t a l  (88, 1981, p. 31).
An o rg an iza t io n  t h a t  maintains a w h o ! i s t i c  o r i e n t a t i o n  and forces
employees a t  a l l  l e v e l s  to deal with one another  as complete human
beings c re a te s  a cond i t ion  in which d e p e rso n a l iza t io n  i s  impossible .
Argyis argued t h a t  motivation in work w i l l  be maximal when each 
member pursues ind iv idua l  goals and experiences psychological  growth
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and independence. Employment involves a psychological  c o n t r a c t  as 
well as a c o n t r a c t  involving the exchange o f  labor  for  c a p i ta l  (88,  
1981, p. 304). Close supervision diminishes motivat ion ,  r e t a r d s  
psychological  growth, and hampers personal independence and freedom. 
Argyis warned t h a t  supervision can be suppor t ive  only when the  
superv isor  t r u s t s  workers to use t h e i r  d i s c r e t io n  in a manner con­
s i s t e n t  with the  goals of  the o rgan iza t ion  (84,  1981, p. 51). 
Matsushita be l ieved  workers can be t r u s t e d ,  but  t h a t  control  systems 
must be e s t a b l i s h e d  to provide gu ide l ines  to  prevent ruinous mis takes 
(88, 1981, p. 59).
Doctoroff c a l l e d  his overal l  program "Synergy," and the  
s y n e r g i s t i c  o rgan iza t ion  p a r a l l e l s  Ouchi 's Theory Z o rg an iza t io n .  He 
f e l t  t h a t  these  o rgan izat ions  are  c h a rac te r ize d  by a f e e l in g  of  inner  
harmony, which enables people to work with a sense of f u l f i l l m e n t  and 
to  enjoy what they do (27,  1977, p. 5) .  C a r l i s l e  found t h a t  sub­
o rd ina tes  o f  p a r t i c i p a t i v e  leaders are  more cooperat ive  in deal ing  
with others  and d isp lay  commitment to  the goals of the  o rg an iz a t io n .
I f  goals  a re  imposed from o u ts id e ,  th e re  may be 
l i t t l e  reason to accept them. I f ,  on the  o ther  hand, 
an indiv idual  p a r t i c ip a te s  in e s t a b l i s h in g  the goa ls ,  
he i s  more in c l in ed  to  id e n t i fy  with the  ob jec t ives  
and with the  goal o r ien ted  a c t i v i t y  of  the  organ iza t ion .
The normal r e s u l t  i s  higher morale and b e t t e r  group 
cohesion. Also,  when an individual  p a r t i c i p a t e s  in 
management processes by recommending a course of  a c t io n ,  
he develops h is  managerial s k i l l s  much f a s t e r  than 
someone who i s  c lo se ly  d i rec ted  in a l l  t h a t  he does.
Genera lly ,  b e t t e r  decis ions a re  made because of the 
ideas and imput of subordinates (_21_, 1973, pp. 131-132).
Pascales f e l t  t h a t  an employee has to  b e l ieve  t h a t  the o rgan iza t ion
cares about him in o rder  to inves t  the energy and e f f o r t  to  help i t
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change. To d i s c lo s e  id ea s ,  the  employees must be l ieve  i n ,  and
id e n t i f y  w i th ,  the  o rgan iza t ion  (88,  1981, p. 307).
Ouchi wrote  t h a t  Theory Z o rgan iza t ions  devote a g rea t  deal of
energy to  develop in te rp e rso n a l  s k i l l s  necessary to in su re  e f f e c t i v e
group d e c i s io n  making. C a r l i s l e  s t a t e d  t h a t  the  lead e r  seeks i n ­
volvement, b u t  n o t  purely fo r  i t s  own sake. He must be convinced th a t  
when cond i t ions  permit  p a r t i c i p a to r y  decis ion  making, the  subordinate  
i s  more p roduc t ive  and can increase  his con tr ibu t ion  to  the  o rgan i ­
za t io n  ( 21_, 1973, p. 131). As long as the  subordinates  achieve the  
r e s u l t s  d e s i r e d ,  the  manager should permit them to make dec is ions  and 
have freedom o f  a c t io n  in the way those r e s u l t s  are  accomplished. For 
Ouchi, t r u s t  i s  th e  f i r s t  lesson of  Theory Z, as p ro d u c t iv i ty  and 
t r u s t  go hand-in-hand (84,  1981, p. 5). Doctoroff s t a t e d  t h a t  without  
t r u s t ,  j u s t i f i a b l e  r i s k s  are not taken and everyone lo se s .  The 
r e s p o n s i b i l i t y  f o r  e s t a b l i s h in g  t r u s t  must be shared between sub­
o rd in a te s  and s u p e r io r .  Doctoroff  s t r e s s e d  t h a t  work t r u s t  involves 
confidence in  p e o p le ' s  p rofess ional  a b i l i t i e s .
The l a t e s t  t rend  is  to s tudy the  manager in r e l a t i o n  to the  
arena in which he fun c t io n s .  C a r l i s l e  has s t a te d  t h a t  in  the  p a s t ,  
most t h e o r e t i c a l  s t r u c t u r e  or management knowledge have been de­
veloped with the  "one-best-way" assumption as a major t en e n t  (21,
1971, p. 7 ) .  S i t u a t i o n a l i s t s  f e l t  t h a t  the re  is  no one b e s t  way to 
manage. Taylor  may have been c o r r e c t  when he sa id  t h a t  th e re  i s  no 
one bes t  way to  perform a r e p e t i t i v e  physical  t a s k ,  but  t h a t  i t  i s  
not  t ru e  o f  p lan n ing ,  o rgan iz ing ,  lead ing ,  c o n t r o l l i n g ,  or  decis ion  
making. D i f f e r e n t  o rgan iza t ions  with d i f f e r e n t  tasks  and d i f f e r e n t
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competi t ive environments requ i re  d i f f e r e n t  p lans .  Pascales s ta te d  
t h a t  a so c ie ty  in  a changing environment i s  doomed i f  i t  does not 
produce managerial innovato rs .  The Hewlett-Packard Corporation has 
been i d e n t i f i e d  as a Theory Z co rpo ra t ion ,  and one o f  i t s  management 
manuals recognized the  arena as a management f a c to r  in the following 
•statement:
The performance system c o n s i s t s  of  the  environment 
or  s i t u a t i o n  surrounding the person or persons with 
implementing the  manager 's r e s p o n s i b i l i t i e s  and the 
eva lua t ion  o f  performance expected and received from 
those charged with r e s p o n s i b i l i t i e s .  The manager then 
a ttempts to modify behavior  by making the person or 
persons comprising his work group aware of the  rewards 
o r  punishments a s so c ia ted  with various forms of  
behavior (70,  1978, p. 46).
The u l t im a te  purpose o f  an educational  o rgan iza t ion  i s  to 
unify and coord ina te  the  e f f o r t s  of  ind iv idua ls  toward common goals 
and o b je c t i v e s .  As man developed h is  s o c i a l ,  p o l i t i c a l ,  and eco­
nomical systems to  a g r e a t e r  degree of  complexity, the re  arose  a need 
fo r  more complex lead e rsh ip  s t y l e s .  In a democratic  so c ie ty  where 
there  i s  no h e re d i ta ry  a r i s t o c r a c y ,  every man i s  a p o te n t i a l  leader .  
This broadening o f  the base o f  p o ten t ia l  leaders  has led to many 
s tud ies  on lead e rsh ip  o f  groups. The need fo r  coord ina t ion  of  o rgan i­
za t iona l  a c t i v i t i e s  has led to  a sub -d iv is ion  o f  l eadersh ip  ca l led  
management. The g re a t  need f o r  f l e x i b i l i t y  in modern o rganizat ions  
has led to  numerous chal lenges to the  v a l i d i ty  o f  the  various 
management systems th a t  have been championed over the  l a s t  seventy 
years .  In the  complicated s o c ie ty  of today, l e ad e rsh ip  has evolved 
in to  managership.
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The manaqer's major ob jec t iv e  i s  to reach organ iza t iona l  goals 
through the  work of o thers .  Knezevich emphasized t h i s  axiom when he 
s t a t e d :  "To accomplish his  ob jec t ive s  a manager manages men" (61,
1972, p. 13). Therefore ,  a manager, to be s u c c e s s f u l ,  must understand 
what h is  subordinates  are  a l l  about, how they view themselves, and 
what personal  goals they have s e t .  The Hewlett-Packard management 
manual, "Management a t  Hewlett-Packard," t e l l s  the  new manager to 
ev a lu a te  the  tasks and r e s p o n s i b i l i t i e s  a ssoc ia ted  with t h e i r  
managerial p o s i t io n s .  In a v ideo-tape  e n t i t l e d ,  "Managing by 
Wandering Around," John Doyle described a s t y l e  of management t h a t  
grew out  of  the  MBO concept,  one which has proven successfu l  fo r  many 
Hewlett-Packard managers. In the  tap e ,  Doyle o u t l in e d  several  
s p e c i f i c  ways to improve managerial e f fe c t iv en e ss :
1. Set  a p o s i t i v e ,  outgoing impression,  to  your 
employees.
2. Be a cc e s s ib le .
3. Stay in touch with your e n t i r e  t e r r i t o r y  not 
j u s t  se lec te d  in d iv id u a ls .
4. Set  a c l imate in which your employees work in 
co ns t ru c t iv e  and p o s i t iv e  ways.
5. Lis ten  and lea rn .
6. Recognize and accept d iverse  opinions.
7. Act on information received from employees in 
co ns t ru c t iv e  and p o s i t iv e  ways.
8. Let people make mistakes;  l e t  them lea rn  from 
t h e i r  mis takes;  provide a climate where lea rn ing  
i s  a na tura l  process .
9. Be suppor t ive ,  f a i r  and honest.
10. Do not accept a second r a t e  e f f o r t .
11. Wander around i n c o n s i s t e n t ly ;  o f ten ,  but 
i n c o n s i s t e n t ly .
12. Have a good time managing by wandering around (70,
1978, pp. 41-42).
The manager must analyze his  job to determine what i s  c r i t i c a l  
to  th e  accomplishment o f  his pos i t iona l  o b jec t iv e s .  His concern i s
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not  only f o r  the  work he does,  but  a l so  fo r  the  t o t a l  e f f o r t  o f  the  
u n i t  under h is  l e a d e r s h ip .  The Hewlett-Packard Corporation f e l t  t h a t  
th e re  are  two major c l a s s i f c a t i o n s  of  labor  in a working o rgan iza t io n :  
management work and voca t iona l  work. Figure 6 i l l u s t r a t e s  the  
r e s p o n s i b i l i t i e s  i n h e r e n t  in  these  types of work.
VOCATIONAL WORK 1
j VOCATIONAL WORK 2
MANAGER
LEADING
CONTROLLING
ORGANIZING
PLANNING
VOCATIONAL WORK
MANAGEMENT WORK
Figure 6. Management and Vocational Work R e s p o n s ib i l i t i e s  (70,
1978, p. 57).
One o f  th e  major problems the  new manager must face  i s  the  
d i f f e re n c e  between the  vocat ional  work, in which his  competence led 
t o  h is  being promoted t o  a managerial p o s i t i o n ,  and the work o f  his 
new p o s i t io n .  The amount o f  vocational  work a manager performs va r ie s  
with the  s i t u a t i o n .  The Hewlett-Packard manual s t a te d  t h a t  when new 
on the job and u n c e r t a in  about the  c a p a b i l i t i e s  of  his  employees, the 
manager tends to  do some vocational  work to make sure i t  i s  properly  
performed (7£,  1978, p. 49) .  I t  was a lso  found th a t  the lower the  
management p o s i t i o n ,  th e  more vocational  work the  manager tends to 
perform (70,  1978, p. 48) .
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Drucker, in  h is  book, The E ffec t iv e  Executive , used the term 
"knowledge work" to  i d e n t i f y  the  work o f  the e f f e c t i v e  executive  
r a t h e r  than the  management of  people. Knowledge work i s  defined by 
i t s  r e s u l t s .  Throughout knowledge o rg an iza t ion s ,  the re  are  people who 
manage no one and y e t  are  executives  (30, 1967, p. 7 ) .  Drucker f e l t  
t h a t  every  worker in a modern organ iza t ion  is  an executive  by the 
v i r t u e  o f  h is  p o s i t io n  or knowledge. Such a person must make 
d e c i s io n s ;  he cannot simply carry  out  o rd e rs ,  but  must take respons i ­
b i l i t y  f o r  h is  c o n t r ib u t io n .  He i s ,  by v i r tu e  o f  h is  sp e c ia l i z ed  
knowledge, b e t t e r  equipped to  make the r i g h t  decis ion  than i s  the  
g e n e r a l i s t  who coord ina tes  th e  e f f o r t s  of these s p e c i a l i s t s .  Drucker 
emphasized t h a t  a knowledge worker does not produce something t h a t  i s  
e f f e c t i v e  by i t s e l f ;  he produces knowledge, id ea s ,  and information.
The importance o f  the  knowledge worker i s  his  a b i l i t y  to  get  the  
" r i g h t 11 th ing  done.
Working on the r i g h t  things i s  what makes knowledge 
work e f f e c t i v e .  This i s  not  capable of being measured 
by any o f  th e  y a rd s t ic k s  fo r  manual work. The knowledge 
worker cannot  be supervised c lo se ly  or in d e t a i l .  He 
can only he helped (30, 1967, p. 4) .
Drucker has found t h a t  u n t i l  recen t  t im es,  the  major problem 
of th e  o rg a n iz a t io n  was e f f i c i e n c y  in the  performance o f  the  manual 
worker who did  what he had been to ld  to  do. For manual work, e f ­
f i c i e n c y  i s  a l l  t h a t  i s  requ ired .  Drucker defined e f f i c i e n c y  as the 
a b i l i t y  to  do th ings  r i g h t .  E ffec t iveness  i s  defined as g e t t in g  the 
r i g h t  th in g  done. Manual workers can always be judged in terms of 
q u a l i t y  and q u a n t i t y  of a de f inab le  output.  Until r e c e n t ly ,  manual
workers were predominant in a l l  o rgan iza t ions .  Few people of e f ­
fec t iv e n es s  were needed, f o r  those  a t  the  top gave a l l  the  orders .
For Drucker, e f f e c t i v e n e s s  i s  the  s p e c i f i c  technology of the  knowledge 
worker w i th in  an o r g a n iz a t io n .  Until r e c e n t ly ,  only a few knowledge 
workers were found in each o rg an iz a t io n .  However, in more recent  
y e a r s ,  many o rg a n iz a t io n s  have had an increas ing  number o f  workers 
schooled t o  use knowledge, theo ry ,  and concepts r a t h e r  than physical 
force  o r  manual s k i l l s  (313, 1967, p. 3) .  E f fec t iveness  can no longer  
be taken f o r  granted and can no longer be neg lec ted .  Drucker ex­
plained t h a t  the  measurements and t e s t s  which we have developed fo r  
manaual work a re  not a p p l i c a b l e  to  knowledge work.
One o f  th e  major problems with the new manager i s  t h a t  he 
does not understand th e  rea l  ro l e  o f  management. The Hewlett-Packard 
manual t r i e d  to answer t h e  q u e s t io n ,  "What i s  management?" in the 
following manner. They d iv ide  management tasks  in to  the  " t r i v i a l  
many" and th e  " c r i t i c a l  few." The Pareto P r in c ip le  can be used to 
determine in to  which a re a  a c e r t a in  task  f a l l s .  This p r in c ip le  s t a t e s  
t h a t  a manager's most importan t  problems, as well as o p p o r tu n i t i e s ,  
are  concen tra ted  in a small p a r t  of  his  job (80-20 r u l e ) .  Figure 7 
presents  a g raph ic  i l l u s t r a t i o n  of the Pareto P r in c ip l e .
At the top l e v e l ,  executives  wil l  i d e n t i f y  and devote n inety  
percent  o f  t h e i r  time t o  management du t ie s  and only ten  percen t  to  
vocat ional  work. Figure  8 p resen ts  these two time spans. At f i r s t -  
level  management, su p e rv i so r s  i d e a l l y  devote no more than f i f t y  
percent  o f  t h e i r  time t o  vocat ional  work and the o th e r  h a l f  to 
management work.
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THE TRIVIAL MANY 80% of
RESPONSIBILITIES Your Job
THE CRITICAL FEW 20% of
RESPONSIBILITIES Your Job
Produces
Produces
20% of  
the  Results
80% of  
th e  Results
F igure  7. The Pare to  P r i n c ip l e  (7£, 1978, p. 55)
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Figure  8. Management Time vs.  Vocational Time (7£ ,  1978, p. 50)
The Hewlet t-Packard Corporat ion found t h a t  the  amount of time 
and e f f o r t  the  in d iv idu a l  devotes to  management work o f ten  depends on 
th e  s ta n d a rd s  and personal  examples s e t  by t h e i r  immediate su p e r io r s .
The d i f f e r e n c e  between what can be achieved and what a c t u a l l y  happens i s
6 8
des igna ted  as the  "management gap." Usually t h i s  gap i s  f a i r l y  
c o n s i s t e n t  from top to  bottom. This management gap i s  i l l u s t r a t e d  
in  Figure 9.
P re s id e n t  
V ice-Pres iden t  
General Manager 
Functional Manager 
Manager 
Supervisor
Figure 9. The Management Gap (7(3, 1978, p. 50)
Successful  managers w i l l  concentra te  t h e i r  e f f o r t s  on management 
r e s p o n s i b i l i t i e s  and th e  proper a l loca t io n  o f  time to  vocational  
work. The Hewlett-Packard manaual s ta ted  t h a t  i f  employees are  
incapable  o f  doing the  vocat ional  work, i t  i s  the  manager's ro l e  to 
see to  i t  they rec e iv e  th e  necessary  t r a in in g  and development to 
c o r r e c t  the  d e f ic ien cy  (7(3, 1978, p. 50). Doing the  vocational  work 
i s  not  the  duty o f  the  manager; however, i t  i s  h is  r e s p o n s i b i l i t y .  
T h ere fo re ,  i t  behooves him to  see th a t  his  people a re  t ra in ed  to 
achieve th e  vocat ional  work o f  his  un i t .  Managers must consciously 
keep themselves working on management work or they w i l l  f ind t h a t  
t h e i r  time w i l l  be poorly u t i l i z e d .
One of th e  b a s ic  du t ie s  of  the manager i s  to  de legate  
a u th o r i ty  to  h is  su b o rd ina te s .  Melvin H e l le r ,  in h is  pamphlet,
Management Time
The
Management
Gap
Voca­
t iona l
Time
10% 50%
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"Preparing Educational Leaders:  New Challenges and New P e rsp e c t iv e s ,"
s t a t e d  t h a t  fo r  a l e a d e r  to  be su c ce ss fu l ,  he must develop in s ig h ts
and a t a l e n t  fo r  d e le g a t in g  a u th o r i ty  (52_, 1974, p. 10). The
Hewlett-Packard management manual defined de legat ion  as the  work 
managers do to  e n t r u s t  r e s p o n s i b i l i t y  and a u th o r i ty  to o thers  and to  
'c r e a te  a c c o u n ta b i l i ty  f o r  agreed-upon r e s u l t s .  The manual l i s t s  
th ree  important f e a t u r e s  o f  de lega t ion :
1. R e sp o n s ib i l i ty  -  the  assigned work which i s  a con­
t inu ing  o b l ig a t i o n  of  a p o s i t io n .
2. Authori ty  - th e  powers and r ig h t s  of  a person or a
p os i t io n  to  accomplish the work. The term
" au th o r i ty "  i s  used to  r e f e r  to  c e r t a in  r ig h t s  and
power which a re  not  l im i ted .  The l ev e ls  of
a u th o r i ty  must be c l e a r l y  defined:
Level A - Act on own
Level B -  Act but  advise
Level C -  Recommend, then ac t .
3. A ccoun tab i l i ty  -  the  de legat ion  to  perform the 
r e s p o n s i b i l i t y  and exe rc ise  a u th o r i ty  to accomplish 
the  agreed-upon r e s u l t s  ( W ,  1978, p. 67).
The Hewlett-Packard Corporat ion  ou t l ined  the  following plan to  help
t h e i r  managers in d e le g a t in g  au th o r i ty  and r e s p o n s i b i l i t y  to t h e i r
su b o rd in a te s .
PLANNING FOR DELEGATING
Delegation can be an extremely useful  tool to  the  manager 
i f ,  and only i f ,  t h e  manager defines the  s p e c i f i c  purpose 
f o r  h i s /h e r  a c t i o n s .  There are  two s p e c i f i c  purposes fo r  
d e le g a t in g :
1. Delegating f o r  e f f i c ie n c y .
2. Delegating f o r  personal and employee development.
STEPS IN DELEGATING
1. Assign P r i o r i t i e s  to  Tasks, Decisions ,  Etc.
2. Decide Which Task Should Be Delegated.
3. Decide Who Should Get the  Assignment.
4. Delegate th e  R esp o ns ib i l i ty  and Authori ty .
5. E s tab l i sh  a Feedback System (70^, 1978, p. 68).
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In a r e c e n t  s tu d y ,  the  primary causes of managerial f a i l u r e  
were found to  be the  i n a b i l i t y  to  de legate  r e s p o n s i b i l i t y  and a lack 
o f  knowledge o f  the  o r g a n iz a t io n ' s  ob jec t iv e s .  Managers sometimes 
re fuse  to  d e le g a te  to  t h e i r  employees because of ta sk  urgency, task  
d e f i n i t i o n ,  and ta sk  s p e c i a l t y  (70, 1978, p. 67).  The lack of 
employee confidence and the r i s k  and fea r  of  los ing  contro l  a re  a lso  
reasons the  manager r e fu ses  to  de legate  ta sk s .  The poores t  excuse for  
not  d e leg a t ing  a u th o r i t y  and r e s p o n s i b i l i t y  is  f ea r  o f  rec o g n i t io n .  
Hewlet t-Packard Corporat ion has found t h a t  there  may be a f e a r  on the 
p a r t  o f  th e  manager t h a t  de legat ion  of c e r t a in  tasks  to  employees may 
expose personal and techn ica l  s k i l l s  of s t rong employees. This 
rec o g n i t io n  o f  th e  s u b o rd in a te ' s  s k i l l  may cause the  manager to  f e a r  
f o r  th e  s e c u r i t y  o f  h i s  own po s i t io n  within  the  o rgan iza t io n .
Hewlett-Packard a lso  found th a t  the  employee may re fu se  to 
accep t  de lega ted  r e s p o n s i b i l i t y ,  because he f inds  i t  e a s i e r  to  ask the 
manager to  make d e c i s io n s  fo r  him. Also, the  subordinate  may refuse  
t o  accept  a u t h o r i t y ,  because he fea rs  c r i t i c i s m  when in c o r r e c t  
dec is io ns  a re  made. The employee may lack se l f -con f iden ce  or  the  
ta sk  knowledge needed to  carry  out the  de legated assignment.  I f  work 
rewards and in c e n t iv e s  a re  inadequate,  the  employee may not be 
motivated to  take  on new assignments (70, 1978, p. 68). Some workers 
may f in d  the delays  caused by c o l l e c t i v e  decis ion  making u n s e t t l i n g ,  
see ing  i t  as an i n a b i l i t y  of the  leader  to  make a d ec is io n .  However, 
most American workers l i k e  the  Theory Z management s t y l e  and some do 
not  f in d  i t  a t  a l l  t h a t  fo re ign .  A superv isor  a t  the  Sony p la n t  in
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San Deigo s t a t e d :  "A long time ago Americans used to  be more people-  
o r i e n t e d ,  the  way the  Japanese a re .  I t  j u s t  got  l o s t  somewhere along 
th e  way" ( 55 , 1981, p. 58).
Conclusion
C a r l i s l e  contended there  i s  no bes t  way to  organize group 
a c t i v i t i e s .  Organizational  methods must be based on such f a c to r s  as 
th e  ta sk  to be performed and the nature and s k i l l s ,  knowledge, and 
c a p a b i l i t y  of  the  people required  to  perform those  ta s k s .  The e f ­
f e c t iv e n es s  o f  leadersh ip  s ty l e s  depends on the  f a c to r s  p resen t  in the 
s i t u a t i o n  (21, 1973, p. 15). C a r l i s l e  reminded h is  readers  t h a t  the  
fo rces  and i n s t i t u t i o n s  in our soc ie ty  are  co ns tan t ly  changing and 
evolv ing .  Doctoroff s t a t e d  leadersh ip  necessary fo r  th e  continual  
success  o f  the  o rgan iza t ion  cannot be provided f o r  by mechanical pro- 
cessses  such as MBO. These techniques must be supplemented by a 
managerial approach t h a t  recognizes the importance of  communications 
and in te r -p e r so n a l  r e l a t i o n s h ip s  (27_, 1977, p. 49).  Ouchi 's Type Z 
o rg an iza t io n  tends to  be unusually adaptive  in the p resen t-day ,  ever-  
changing arena.  "A b e t t e r  way to  accomplish some ta sk  can be adapted 
without  worrying about whether t h i s  change w i l l  h u r t  the cu r ren t  way 
of measuring performance" (88, 1981, p. 89).
Benjamin Cul lers  found a study done by Hil l  in 1973 which 
would in d ic a t e  t h a t  schools are  moving slowly toward the  c o l l e g ia l  
type o f  o rg an iz a t io n ,  cha rac te r ized  by a high degree o f  p rofess ional  
a u th o r i ty  (24, n . d . ,  p. 3).  But C a r l i s l e  found two problems a r i s in g  
from c o l l e g ia l  management: (1) much more time i s  needed to involve
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others  in developing a course of  ac t ion  or making a d e c i s io n ,  and (2) 
i t  i s  d i f f i c u l t  to  f in d  executives  with the  leadersh ip  temperament 
required  fo r  success {2l_,  1973, p. 132). Sergiovanni s t a t e d  t h a t  
c r i t i c s  of the  c o l l e g i a l  theo r ie s  view c o l l e g ia l  ad m in is t r a to r s  as 
being m is s io na r ie s  or  “do-gooders ."  Fallon s t a t e d  t h a t  l e ad e rsh ip  is  
. n o t  going out  o f  s t y l e ,  only changing due to the  change of  the  f o l ­
lowers in educa t ion .  Ouchi believed top management must be dedicated 
not  to  b ra in -washing ,  but  to s e t t i n g  o b jec t iv e s  t h a t  permit  every 
individual  to  s a t i s f y  t h e i r  own s e l f - i n t e r e s t  while simultaneously  
serving the co rpora te  i n t e r e s t  (84,  1981, p. 209).
■Organizations today must be f l e x i b l e  - respond 
quickly  to changes. Doctoroff  f e e l s  t h a t  the  co­
o rd in a t io n  problem cannot be solved s a t i s f a c t o r i l y  
by mechanical procedures such as MBO. These techniques 
must be supplemented by a management approach t h a t  
recognizes the  importance of communications and i n t e r ­
personal r e l a t i o n s h i p s  (27 ,̂ 1977, p. 49).
Kenneth Fal lon  has s t a t e d  t h a t  new leadersh ip  o f  th e  schools 
must recognize severa l  key concepts:
The l e a d e r  who surv ives the  chal lenge  of new l e a d e r ­
sh ip  w i l l  be a d i s c i p l e  to a humanism which recognizes 
severa l  key c o n c e p t s :
1. Educational  gimmickry w i l l  never rep lace  person- 
to -person  r e l a t i o n s h i p s  which must nur ture  a l l  
t e a c h in g - le a rn in g  s i t u a t i o n s .
2. Human c a p a b i l i t i e s  must be more f u l l y  u t i l i z e d  - 
must recognize  t h a t  s e l f - f u l f i l l m e n t ,  the  most 
bas ic  and most r e le v an t  d r ive  undergirding human 
achievement.
a. C r e a t i v i t y  i s  widely d i s t r i b u t e d  among people.
b. P r i n c i p l e  of worth and d ig n i ty  of  the  i n d i ­
vidual  must rece ive  more than j u s t  l i p - s e r v i c e  
as t h e  corners tone  of  funct ional  humanism (35,
1974, p. 15).
Many Western o rg an iz a t io n s  in 1981 a re  funct ion ing  the  same 
as they did in 1940.
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There i s  s t i l l  a troublesome tension between boss 
and su b o rd in a te ,  and between the  firm and the  publ ic  
good, broadly  defined.  There are s t i l l  negat ive  a t ­
t i t u d e s  ~ V'V/ard necessary c o l l e c t iv e  e f f o r t s ,  notably  
toward r ■ ic ings  and a c t i v i t i e s  with and dominating the 
United ces lead e rsh ip  ideal t h a t  preva i led  in 
p a s t  c e r - . ^ i e s  (88, 1981, pp. 32-33).
The school manager must keep his o rgan iza t ion  adaptable  to  the 
changing needs of the c l i e n t s  i t  serves and the s o c ie ty  a t  la rge .  
A dm in is t ra to rs  a lso  must be t r a in e d  to be fol lowers  when dealing with 
su b o rd in a te s  with more s p e c i f i c  knowledge in areas  o f  t h e i r  e x p e r t i s e  
(11 ,  1977, p. 212). As Drucker pointed out ,  knowledge workers must be 
managed d i f f e r e n t l y  than manual workers.
Every knowledge worker in modern organ iza t ions  is
an execu t ive  i f ,  by v i r t u e  of h is  posi t ion  or knowledge,
he i s  re sp o ns ib le  fo r  a con tr ibu t ion  th a t  m a te r i a l l y  
a f f e c t s  the  capac i ty  o f  th e  organizat ion to perform and 
t o  o b ta in  r e s u l t s .  Such a person must make d e c i s io n s ;
he cannot j u s t  ca r ry  out o rders .  He must take  resp o n s i ­
b i l i t y  f o r  his  c o n t r ib u t io n .  He i s  supposed, by v i r tu e  
o f  h is  knowledge, to  be b e t t e r  equipped to  make the  r i g h t  
d e c i s io n s  (3(D, 1967, p. 196).
This paper wil l  contend th a t  the Japanese management 
c h a r a c t e r i s t i c s  adapted to  American business by William Ouchi in 
Theory Z a re  a v iab le  answer to meeting the varied  demands of pub l ic  
school a d m in i s t r a t io n .  In the  l a s t  a n a ly s i s ,  t h e r e f o r e ,  given the  
inc reased  complexity o f  the  school s e t t i n g  and the  corresponding 
r e q u e s t  f o r  f l e x i b i l i t y ,  i t  i s  maintained th a t  a new management s t y l e ,  
Theory Z, w i l l  become a p a r t  of the  management o f  the  pub l ic  schools.  
The problem i s ,  how d i f f i c u l t  wil l  i t  be to make the  necessary 
r e v i s io n s  in  p resen t-day  public  school management?
C h a p te r  3
RESEARCH DESIGN AND PROCEDURES 
In t roduc t ion
The study o f  business  management i s  a f a i r l y  new f i e l d  o f  
endeavor; however, th e  study o f  school management i s  even newer. As 
the pa t te rn  of  o rgan iza t ion  in American education has progressed from 
the n in e tee n th -ce n tu ry ,  one-room school house to  the  m u l t i - f ac e ted  
educational  f a c i l i t y  of urban America, the  corresponding development 
of management s tu d ie s  p o s t -d a te s  the  turn  of the  tw en t ie th  century. 
After  Taylor and Fayol in troduced s c i e n t i f i c  management to  bus iness ,  
school ad m in is t r a to r s  began to  adapt these  p r in c ip le s  to  th e  public  
schools. When Mary Parker  F o l l e t t e  c a l le d  fo r  humanism in business 
management, school a d m in i s t r a t iv e  philosophers again followed s u i t .
The aping o f  business  management continued throughout the  e n t i r e  
twentie th  cen tury .
When American business  found i t s e l f  in t ro u b le  in the  1970's , 
several  American business  l eaders  began to  look fo r  answers outs ide  
the  t r a d i t i o n a l  management philosophy. One of  the  areas t h a t  became 
popular was th e  theory  b e s t  expouned by Wiles, Wiles , and Bondi, and 
became popular ly  known as " s i t u a t i o n a l  l ead e rsh ip ."  Out of  t h i s  
search a lso  came a tu rn  t o  Japanese management s t y l e s ,  which have been 
revamped and bes t  adapted to  American industry  by w r i t e r s  such as
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William Ouchi under the  t i t l e  of Theory Z. Assuming the public  schools 
continue to follow p r iv a te  industry  in management s t y l e ,  the over­
r id in g  quest ions a re :  Is  i t  poss ible  to incorpora te  Theory Z in to  the
d a i ly  opera t ion of the  public  schools? I f  an attempt to incorpora te  
Theory Z in to  the  d a i ly  operation of  the  publ ic  schools was made, what 
f a c i l i t a t o r s  and b a r r i e r s  are the adaptors l i k e l y  to encounter in 
making the t r a n s i t i o n  from current  b u rea u c ra t ic  p r in c ip le s  to  school 
management to the  p r in c ip le s  of Theory Z?
Design of the  Study
In order  to  e s t a b l i s h  the p r o b a b i l i t y  t h a t  publ ic  schools would 
t r y  t o  adapt Theory Z, or  port ions of  i t ,  to  publ ic  school admini­
s t r a t i o n ,  i t  was necessary  to review the  evolu t ion  of school 
management. The review and corresponding h i s to r y  of the  evo lu t ion  of 
school management c o n s t i t u t e s  the m ajor i ty  o f  Chapters 1 and 2.
With the  evolu t ionary  trends e s t a b l i s h e d  in Chapters 1 and 2 
r e s u l t i n g  in v e r i f i c a t i o n  of  the p r o b a b i l i t y  o f  e f f o r t s  to  adapt some 
or  a l l  of Theory Z to school management, the  next  concern was to 
develop a means whereby probable f a c i l i t a t o r s  and b a r r i e r s  to the  
success of  such an a t tempt could be i d e n t i f i e d  and descr ibed  in 
advance of  actual  adap ta t ion  e f f o r t .  Two resources  were needed. F i r s t ,  
t h e re  was a need to  i d e n t i f y  the most p rev a len t  type of  p a t te rn  cu r ­
r e n t ly  in ex is tence  in public  school a d m in is t r a t io n ,  and second, to  
lo ca te  an on-going school s e t t in g  in which comparisons between the  
substance of Theory Z and current  p r a c t i c e  could be made.
A review of the  l i t e r a t u r e  on school ad m in is t ra t ion  revealed  
th e  most common p a t te rn  to  be the  bu reaucra t ic  model. C h a r a c te r i s t i c s  
of t h i s  model were i d e n t i f i e d .  Then, using those c h a r a c t e r i s t i c s  as a 
gu ide ,  an ana lys is  of  the  Clark County School D i s t r i c t ,  Clark County, 
Nevada, was made involving a review of e x i s t i n g  po l icy  manuals, t ab le s  
o f  o rg a n iz a t io n ,  and cu r re n t  ru les  and reg u la t io n s  as the  bas is  f o r  
d e sc r ib in g  th e  e x is t in g  opera t ion of  the  school .  This analys is  
revealed  t h a t  the Clark County School D i s t r i c t  funct ions  p r im ar i ly  as 
a bureaucracy and would serve as an on-going arena with in  which 
comparisons could be made in o rder  to  determine poss ib le  b a r r i e r s  
and f a c i l i t a t o r s  to any e f f o r t  to  adapt Theory Z to contemporary 
school management. Because of  the  importance o f  an on-going s i t u a t i o n  
to  th e  a n a ly s i s  in t h i s  s tudy,  in  addit ion to  analyzing various 
d i s t r i c t  manuals, flow c h a r t s ,  t ab le s  of o r g a n iz a t io n ,  job d e s c r i ­
p t io n s ,  and assor ted  ru le s  and r e g u la t io n s ,  a r e p re se n ta t iv e  sample 
o f  managers a t  a l l  l e v e l s  in the school d i s t r i c t  was surveyed (see  
Appendixes A and B). The combination of sources suppl ied  the  bas ic  
d e s c r ip t io n  o f  the  Clark County School D i s t r i c t  as an on-going 
bureaucracy.
For purposes o f  comparison, a f u l l  range o f  information on 
Theory Z and comparable models was analyzed. For example, in ad­
d i t i o n  to Ouchi 's Theory Z, mater ia l  by such w r i t e r s  as James 
Abegglen, Michael Doctoroff ,  Richard Johnson, Richard Pasca les ,  and 
Anthony Athos were a lso  analyzed along with o th e r  sources .  This 
i n v e s t i g a t io n  served to  e s t a b l i s h  the  c e n t r a l i t y  of  the  e igh t
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t h e o r e t i c a l  hypotheses to  any e f f o r t  to adapt Theory Z management to 
th e  cu r re n t  b u re a u c ra t i c  school s e t t i n g .
Using the  substance of  the  e ig h t  t h e o r e t i c a l  hypotheses, a 
comparison between the  substance of each o f  the hypotheses and cor­
responding a c t i v i t y  in the  e x i s t in g  bu reaucra t ic  model took place.
Based on the  comparison,  conclusions were drawn as to  whether or 
not  the  hypothesis  was supported and, a t  the same t ime,  the  d e s c r ip ­
t i o n  of  b a r r i e r s  and f a c i l i t a t o r s  was developed.
In s h o r t ,  based on the comparison between the two p r o f i l e s , ,  
answers were then able  to  be given to  the two basic  q ues t ions :  (1)
I s  i t  po ss ib le  to  in co rp o ra te  Theory Z in to  the d a i ly  opera t ion  o f  the 
pub l ic  school? and (2) I f  an attempt to  incorpora te  Theory Z in to  the 
d a i l y  opera t ion  of the  pub l ic  schools was made, what f a c i l i t a t o r s  and 
b a r r i e r s  a re  th e  adaptors  l i k e l y  to encounter  in making the  t r a n s i t i o n  
from c u r re n t  b u r e a u c r a t i c  p r in c ip le s  of  school management to  the  
p r in c ip le s  o f  Theory Z?
Data Treatment
P r o f i l e s  o f  th e  bureaucracy, as represen ted  by the  Clark County 
School D i s t r i c t  and Theory Z, as developed by William Ouchi, were 
analyzed in terms o f  th e  e igh t  t h e o r e t i c a l  hypotheses s e lec te d  fo r  
th e  s tudy.  The s e l e c te d  fea tu res  o f  each of  the  e ig h t  c h a r a c t e r i s t i c s  
used in the  comparison a re  as fo l low s:
The F i r s t  Hypothesis
Long-term employment o f  school personnel i s  n e i t h e r  a concern 
nor c o n s i d e r a t i o n  o f  c u r r e n t  school management. Long-term employment, 
w i th in  t h e  con te x t  o f  Theory Z, means a minimum of  ten  years  and a 
maximum o f  l i f e - t i m e  employment.
The Second Hypothesis
R e la t i v e ly  slow e v a lu a t io n  and promotion a re  not  c h a r a c t e r ­
i s t i c s  o f  p u b l ic  school management. In a complex and m u l t i - f a c e t e d  
proposa l  such as Theory Z management, s e r io u s  eva lu a t io n  may take  place 
no e a r l i e r  than f i v e  y e a r s  a f t e r  the  date  of  f i r s t  employment and may 
be ex tended  as long as ten y e a r s .  The f i r s t  f i v e  to  ten years  a re  
c h a r a c t e r i z e d  by promotions t h a t  a re  s tandard  f o r  a l l  in d iv id u a ls  
employed a t  the  same t ime.
The T h ird  Hypothesis
Career  pa ths  do not  tend to  wander in  pub l ic  school management. 
E ar ly  o r g a n i z a t i o n a l  movement i s  in te r -d ep a r tm en ta l  r a t h e r  than 
i n t r a - d e p a r t m e n t a l . P o s i t io n a l  changes are  l a t e r a l  and non-prom otional ; 
c a r e e r s  a r e  conducted between s p e c i a l t i e s  r a t h e r  than between companies 
w i th in  a s p e c i a l t y .  Movement in  a Theory Z o rg an iz a t io n  i s  g e n e ra l ly  
c h a r a c t e r i z e d  by h o r i z o n ta l  movement as opposed to  b u re a u c ra t ic  
v e r t i c a l  movement.
The Fourth Hypothesis
Both i m p l i c i t  and e x p l i c i t  con tro ls  a re  in evidence in  pub l ic  
school  management; however, i m p l i c i t  control  does not  dominate.
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Control in a Theory Z o rganiza t ion  is  based on values mutually accepted 
by the employees and the  employer. Actions of both the  employees and 
t h e  employer a re  c on tro l led  by a s e t  of b e l i e f s  and an ov e r - r id ing  
Phi 1 osophy t h a t  makes ru les  and reg u la t io n s  c o n s i s t e n t  between 
in d iv id u a l s .
The F i f th  Hypothesis
C o l le c t iv e  decis ion  making i s  not  a f a c e t  o f  pub l ic  school 
management. In a Theory Z system, dec is ions  are  not  made u n t i l  each 
ind iv idual  to  be a f f e c te d  by th e  decis ion  has had s u f f i c i e n t  time to 
o f f e r  t h e i r  views, feel they have been f a i r l y  heard ,  and a re  w i l l in g  
to  support  the  d e c i s io n ,  even though they may not fee l  i t  i s  the  bes t  
one. Each time a major modif icat ion is  made to an accepted d ec is io n ,  
i t  i s  re tu rned  to  those  concerned fo r  acceptance.
The S ix th  Hypothesis
The Theory Z organizat ion  i s  concerned with the  so c ia l  l i f e  of  
th e  ind iv idua l  as well as his economic l i f e .  Organizat ional  decis ions  
a r e  made with th e  complete o rgan iza t ion  in mind r a t h e r  than within  
segmented departments of the  o rg an iza t ion .
The Seventh Hypothesis
Management systems are  not  in place  in pub l ic  school management. 
The p a rap h ern a l ia  of  modern information and accounting systems,  
Management By O b jec t iv e s ,  formal p lanning ,  and s p e c i f i c  area  management 
systems are  valued fo r  t h e i r  use in making proper d e c i s io n s ,  but are 
seldom the  decid ing  f a c to r  on any is sue .
The Eighth Hypothesis
A bas ic  agreed-upon philosophy i s  not the  guiding p r i n c i p le  of  
p u b l ic  school management. An o rganizat ional  philosophy s t a t e s  the  
goa ls  of  th e  o r g a n iz a t io n ,  s t a t e s  what i s  and what i s  not  important  to  
t h e  o rg a n iz a t io n ,  and w i l l  provide a standard response to  problems, 
as well as exp la in ing  why c e r t a in  behavior  w i l l  be rewarded.
A procedure was then developed fo r  comparing the  bureaucracy 
in  the  pub l ic  school s e t t i n g ,  as evidenced by the  Clark County School 
D i s t r i c t ,  Clark County, Nevada; and the e ig h t  s e lec te d  p r in c ip le s  of  
Theory Z. This procedure offered  a method fo r  u t i l i z i n g  the  research  
procedures which had been s e l e c te d ,  namely, a review of general 
management l i t e r a t u r e ,  a review of educational  management l i t e r a t u r e ,  
an in te rv iew  q u e s t io n n a i r e ,  a leadersh ip  c h a r a c t e r i s t i c  survey o f  
s e l e c t e d  Clark County School D i s t r i c t  employees, and a review of  Clark 
County School D i s t r i c t  p o l i c i e s  and reg u la t io ns  manual, management 
systems manuals, and curr iculum guides used in the  Clark County School 
D i s t r i c t .
E s ta b l i sh in g  the P ro f i l e s  f o r  Comparison
By comparing th e  fea tu res  in each of  the  e igh t  hypotheses with 
c u r r e n t  p r a c t i c e s  in th e  Clark County School D i s t r i c t ,  i t  was concluded 
which hypotheses were supported and which were not .  F in a l ly ,  based on 
th e  comparison, p o s s ib le  f a c i l i t a t o r s  and b a r r i e r s  found in the  e f f o r t s  
t o  adapt  some o r  a l l  o f  the  e igh t  s e l e c te d  p r in c ip le s  of Theory Z to 
contemporary p r a c t i c e s  were i d e n t i f i e d .
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Review of  General Management L i te ra tu re
The f i r s t  i n v e s t i g a t i v e  avenue employed was a review of  
l i t e r a t u r e  deal ing  with the  h i s t o r i c a l  development of  business 
management from 1900 to the  p resen t .
Review of  Clark County School D i s t r i c t  Policy Manuals, Flow C har ts ,  
and Management Systems
This review included the  basic pol icy  and regu la t io n  manuals
o f  th e  Clark County School D i s t r i c t  as well as s p e c i f i c  manuals,
management systems, curr iculum guides, and flow c h a r t s .
In te rv iew  Quest ionnaire
A q u e s t io n n a i re  and in terv iew schedule were used to g a the r  
evidence in support  of th e  contention t h a t  the  Clark County School 
D i s t r i c t  i s  t r u l y  a b u re a u c ra t i c  i n s t i t u t i o n  and to  add an a d d i t ion a l  
dimension t o  the  search f o r  f a c i l i t a t o r s  and b a r r i e r s  to the adap­
t a t i o n  o f  Theory Z p r i n c i p l e s  to  the  management of the  public  school .  
Those in terviewed included a r ep re se n ta t iv e  group o f  a d m in is t ra to rs  
from each leve l  of  the  o rgan iz a t io n .  This group of twenty were 
s e l e c te d  a t  random and were made up of the  fo l lowing:  s ix teen  males ,
four  females ,  nine high school a d m in is t r a to r s ,  s ix  elementary 
p r i n c i p a l s ,  f i v e  cen t ra l  o f f i c e  a d m in is t r a to r s ,  s ix  black admini­
s t r a t o r s ,  and one Chicano. The number of  a d m in is t r a to r s  interviewed 
c o n s t i t u t e d  approximately ten percent  of the  adm in is t ra to rs  of  the  
Clark County School D i s t r i c t .  According to  Pauline Young, in her  
book, S c i e n t i f i c  Social Surveys and Research, "an adequate sampling i s  
one t h a t  con ta ins  enough cases to insure r e l i a b l e  r e s u l t s . "  Young
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went on to  quote Hagood and P r ice  as follows:
I f  th e  universe  i s  very homogeneous with re spec t  
to  a c e r t a i n  q u a n t i t a t i v e  c h a r a c t e r i s t i c ,  a q u i te  
small sample may y i e l d  more r e l i a b l e  r e s u l t s  in the  
e s t im a t io n  o f  the  parameters descr ib ing  the  d i s t r i ­
bu t ion  than a much l a r g e r  sample of another  universe  
which i s  very hetrogeneous with respec t  to the  
c h a r a c t e r i s t i c s  s tu d ied  ( 117, 1960, p. 304).
■Raymond Gordon, in  his  book, In terviewing:  S t r a t e g y ,  Techniques and
Tac t ics  (1975),  r e f e r r e d  to  ten percent  as a v a l i d  random sampling.
I t  was assumed, and the  r e s u l t s  of  the  in te rv iews s u b s ta n t ia t e d  the
f a c t ,  t h a t  th e  a d m in i s t r a to r s  of th e  Clark County School D i s t r i c t  a re
a highly  homogeneous group.
The in te rv iew  too l  was previewed by a Secondary P r i n c ip a l ,  a 
V ic e -P r in c ip a l ,  and a Zone D i rec to r .  This preview led to  a number of 
changes in the  in te rv iew  t o o l ,  and i t  was decided t h a t  a sho r t  
q u e s t io n n a i re  be se n t  to  those  to be interviewed p r i o r  to  the  ac tual  
in te rv iew .  A copy of  th e  in te rv iew  tool i s  found in Appendix B and 
the p re - in te rv ie w  q u e s t io n n a i r e  i s  found in Appendix A of  t h i s  r e p o r t .  
The in te rv iew  q u e s t io n n a i r e  was designed to deal with each of the  
e ig h t  s e l e c t e d  hypotheses to  ob ta in  data r e l a t e d  to  cons t ruc t ing  
answers to  the  two b a s ic  q u e s t ion s :  (1) Is i t  poss ib le  to  inco rpora te
Theory Z p r i n c i p l e s  in to  the  d a i ly  opera t ions  o f  the  publ ic  schools? 
and (2) What f a c i l i t a t o r s  and b a r r i e r s  are  the  adaptors  l ik e ly  to 
encounter  in  making th e  t r a n s i t i o n  from c u r r e n t  approaches to school 
management to  Theory Z s t y l e  management?
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Leadership C h a ra c te r i s t i c  Survey
A survey of prospect ive and p rac t ic ing  adm in is t ra to rs  in the 
Clark County School D i s t r i c t  was used to help determine a t t i t u d e s  
about Locus of  Contro l , Tolerance Level , Motivation in th ree  areas :  
achievement, belonging, and power, and f i n a l l y ,  Leadership Behavior: 
concern fo r  production and concern fo r  people. This survey was con­
ducted in January of  1981, and the  sample group was made up of t h i r t y -  
one prospect ive adminis t ra tors  and s ix teen  p rac t ic ing  adm in is t ra to rs  
of the  Clark County School D i s t r i c t .  A copy of the survey instrument 
may be found is  Appendix C of t h i s  study. The r e s u l t s  of t h i s  survey 
were used to help id e n t i fy  addit ional  f a c i l i t a t o r s  and b a r r i e r s  to the  
adaptat ion o f  the  e igh t  se lec ted  Theory Z p r in c ip le s  to  the  public  
schools.
Summary
Descr ip t ive  data regarding management p rac t ic e s  were co l lec ted  
from the following: (1) re la ted  general management l i t e r a t u r e ,  (2)
re la te d  educational  l i t e r a t u r e ,  (3) management manuals, (4) Clark 
County School D i s t r i c t  policy manuals, flow c h a r t s ,  and management 
systems as well as an interview q ues t ionna i re ,  and (5) a survey 
instrument designed to obtain c o r re c t  perceptions of cu r re n t  p rac t ices  
in the  e ig h t  se lec ted  p r inc ip le s  in the  Clark County School D i s t r i c t ,  
and the data  were reported. Based on the data c o l l e c t e d ,  the  
leg i t im ate  b u reaucra t ic  nature of  the  Clark County School D i s t r i c t  
was e s tab l i sh ed .
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Once the a v a i la b le  data  were obtained and analyzed,  i t  was 
e s t a b l i s h e d  t h a t  school managers would probably attempt to incorpora te  
some f a c e t s  of Theory Z management p rac t ic e s  in to  the  general 
management o f  pub l ic  schools .  Eight basic  p r in c ip le s  of Theory Z were 
s e lec te d  fo r  study by comparing c h a r a c t e r i s t i c s  of Theory Z to p resen t  
p r a c t i c e s  in public  school management as represen ted  by the  Clark 
County School D i s t r i c t .
Chapter 3 has described the research methods used to  conduct 
the  study and r e p o r t  the  da ta .  The reader i s  reminded t h a t  throughout 
t h i s  design of the  s tudy ,  because i t  i s  both h i s t o r i c a l  and p r e d i c t i v e ,  
t h e re  was a need to  make su b jec t iv e  inferences  and to draw conclusions 
regard ing  the information t h a t  was a v a i la b le  fo r  review. Chapter 3 
has descr ibed  the method employed fo r  obta in ing  information r e l a t e d  to 
the  su b je c t  of adap ta t ion  o f  Theory Z to pub l ic  school management.
Such information was orqanized in order  to answer the  quest ions 
o r iq ina l l .y  posed as a s ta tement  of the  problem: Given the problem of  
adaptinq Theory Z management to public  schools and the  purpose of  
i d e n t i fy in g  f a c i l i t a t o r s  and b a r r i e r s  to  make such a change, i t  was 
hypothesized th a t  those  attempting to  make the  change wil l  encounter  
more b a r r i e r s  than f a c i l i t a t o r s  in the  se lec te d  elements wherein change 
i s  l i k e l y  to be pursued. In p a r t i c u l a r ,  the  following e ig h t  hypotheses 
were presen ted :  (1) Long-term employment o f  school personnel i s
n e i t h e r  a concern nor cons idera t ion  of cu r re n t  school management; (2) 
r e l a t i v e l y  slow eva lua t ion  and promotion are  not c h a r a c t e r i s t i c s  of  
publ ic  school management; (3) caree r  paths do not tend to wander in 
the  publ ic  school s e t t i n g ;  (4) im p l i c i t  and e x p l i c i t  con tro ls  a re  in
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evidence in the  publ ic  school management s e t t i n g ;  however, e x p l i c i t  
control  dominates; (5) c o l l e c t iv e  dec is ion  making is  not  a f a c e t  o f  
publ ic  school management; (6) the  publ ic  school s e t t i n g  is  not 
w h o l i s t i c  in n a tu re ;  (7) management systems are  not in place  in the  
publ ic  school management scheme; and (8) a basic  agreed-upon philosophy 
i s  not the  guiding p r in c ip le  fo r  publ ic  school management.
The design o f  t h i s  study was not t r a d i t i o n a l ,  fo r  t r a d t io n a l
procedures would r e s t r i c t  the fu l l  u t i l i z a t i o n  of in ferences  and the 
p ro jec t io n  of poss ib le  soc ia l  events without  suppor t ive  ob jec t iv e  
d a ta .  When one t r i e s  to  p ro jec t  what may take  place in the  f u t u r e ,  
complete o b j e c t i v i t y  i s  impossible,  fo r  many v a r iab le s  may change the 
outcome o f  any event .  However, in seeking to  make changes, i t  i s  to 
th e  advantage of  the  adaptors to know in advance a n t i c ip a te d  a reas  of 
support  and r e s i s t a n c e .  With t h i s  knowledge, those seeking to  make a 
change can more completely plan a course o f  a c t io n ,  make b e t t e r  use of 
a v a i la b le  r e s o u rc e s ,  and produce r e s u l t s  of  a more permanent na tu re .
Findings a re  reported in Chapter 4. Conclusions,  recom­
mendations, and p red ic t io ns  based on these  comparisons are  repo r ted  in 
Chapter 5.
C h a p te r  4
ANALYSIS AND FINDINGS 
In t ro d u c t io n
The purpose o f  th e  s tudy  was to  i d e n t i fy  the  n a tu re  o f  f a c i l i ­
t a t o r s  and b a r r i e r s  to  t h e  implementation of Theory Z in the  public  
school.  A comparative a n a l y s i s  o f  s e l e c te d  c h a r a c t e r i s t i c s  of Theory 
Z management and s e l e c t e d  c h a r a c t e r i s t i c s  of  the  bureaucracy as i t  
e x i s t s  in  a r e p r e s e n t a t i v e  p u b l ic  school system in the  United S ta te s  
was made. Based on t h i s  comparison,  the  answers to  two ques t ions  were 
sought: (1) Is  i t  p o s s ib l e  to  in co rp o ra te  Theory Z in to  th e  d a i ly
opera t ion  o f  the p u b l ic  school?  and (2) I f  an a t tem pt  i s  made to 
inco rpora te  Theory Z i n t o  th e  d a i ly  opera t ion  of  the  pub l ic  school ,  
what f a c i l i t a t o r s  and b a r r i e r s  a re  the  adaptors l i k e l y  to  encounter  in 
making the  t r a n s i t i o n  from c u r r e n t  b u rea u c ra t ic  p r i n c i p l e s  o f  school 
management t o  th e  p r i n c i p l e s  o f  Theory Z? I t  was a l s o  hypothesized 
t h a t  those  a t tem p t in g  to  make th e  change w i l l  f in d  more b a r r i e r s  than 
f a c i l i t a t o r s  in making the  t r a n s i t i o n  from the b u re a u c ra t ic  model of 
management to  Theory Z.
The Clark  County School D i s t r i c t  
As A Bureaucracy
B u re a u c ra t ic  i s  a term of ambiguous meaning. I t  has 
o f ten  been used p e r j o r a t i v e l y  to  symbolize a l l  t h a t  i s
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d i s t a s t e f u l  about c e n t r a l i z e d  government, a planned 
economy, impersonal o f f ic ia ldom , r i g i d i t y ,  and red tape.
. . . the  term i s  used in i t s  d e sc r ip t ive  and non­
derogatory  sense,  "bureaucracy" means a c e r t a in  kind of 
formal o rg an iza t ion ,  charac te r ized  by a complex admini­
s t r a t i v e  h ie ra rchy ,  sp e c i a l i z a t io n  of s k i l l s  and t a s k s ,  
p resc r ibed  l im i ts  on d i s c re t io n  s e t  fo r th  in a system 
of  r u l e s ,  impersonal behavior with regard to c l i e n t e l e ,  
and separa t ion  of ownership and control  in the  sense 
t h a t  the  members of the  bureaucracy no longer own the 
to o ls  and instruments with which they work (89, 1967, 
p. 803).
Using a s im p l i f i e d  d e f i n i t i o n  of a bureaucracy developed by 
Hanson, th e  Clark County School D i s t r i c t  can be i d e n t i f i e d  as a f a i r l y  
ty p ic a l  bureaucracy. While there  are  some unique fe a tu re s  to the 
Clark County School D i s t r i c t ,  i . e . ,  the  la rge  geographic area i t  
covers (7,927 square m i l e s ) ,  the  v as t  majori ty  o f  the  Clark County 
School D i s t r i c t  c h a r a c t e r i s t i c s  are  in l in e  with the  ty p ica l  bureau­
c r a t i c  o rgan iza t iona l  s t r u c tu r e  common to la rg e  urban school d i s t r i c t s  
in  th e  United S ta te s .  The Clark County School D i s t r i c t  i s  made up of 
approximately 90,000 s tu d e n t s ,  employs near ly  4,000 teachers  and 
over 200 a d m in is t r a to r s .  The seven e lec ted  School Trustees  d i r e c t  a 
d i s t r i c t  of  111 schools and a budget of $212,292,595. In an i n t e r ­
view process which included twenty adm in is t ra to rs  a t  various leve ls  
o f  th e  Clark County School D i s t r i c t ,  nineteen of  th e  twenty i n t e r ­
viewees were emphatic about the  bureaucra t ic  na ture  o f  t h e i r  d i s t r i c t .
To determine th e  bureaucra t ic  nature  of  the Clark County 
School D i s t r i c t  and to  e s t a b l i s h  the  p r o f i l e  needed f o r  comparison, 
i t  became necessary to see how each of Hanson's f i v e  se lec ted  
c h a r a c t e r i s t i c s  of a bureaucracy re la te d  to  the  Clark County School 
D i s t r i c t :  (1) Hierarchical  S t ru c tu re ,  (2) Division o f  Labor,
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(3) Control by Rules ,  (4) Impersonal R e la t io n s ,  and (5) Career 
O r ien ta t io n .
H ie ra rch ica l  S t ru c tu re
The Clark County School D i s t r i c t  i s  organized on a ty p ic a l
pyramid s t r u c tu r e .  From the Board of  School T rus tees  to  the Clark
County School s tu d e n t s ,  the re  are  seven la y e r s  o f  a pyramid: Board
of  School T ru s tee s ,  Super in tendent ,  Associa te  S u pe r in te n d en ts , D i rec to rs  ,
P r i n c i p a l s ,  A s s i s t a n t  P r i n c i p a l s ,  Teachers, and f i n a l l y ,  the  s tu d e n ts .
Author i ty  in the  formal s t r u c tu r e  i s  based on the  p o s i t io n a l  power o f
those  holding a dominant s tep  in the h ie ra rch y .  Clark County School
D i s t r i c t  Policy 2130 c l a r i f i e s  pos i t iona l  a u th o r i t y  as fol lows:
The Super in tendent  sh a l l  organize th e  a d m in is t r a t iv e  
s t a f f  fo r  th e  e f f i c i e n t  and e f f e c t i v e  op e ra t ion  of the 
D i s t r i c t  and f o r  the  implementation of  Board po l icy .
The Superin tendent  sha l l  recommend f o r  Board approval 
any changes in th e  a dm in is t ra t ive  o rg a n iz a t io n a l  plan 
a t  d iv is io n a l  and departmental l e v e l s .  . . .
3. R e sp o n s ib i l i ty  sha l l  flow simply and c l e a r l y  from 
the  Board of  School Trustees through the  
Superin tendent  to  Central Off ice A d m in is t r a to r s ,
P r in c ip a l s ,  C e r t i f i c a t e d  and C l a s s i f i e d  employees.
4. Employees sh a l l  be informed as to  whom they are  
respons ib le  and fo r  what func t ion .  Whenever 
p o ss ib le ,  employees sha l l  be made r e s p o n s ib le  to 
only one immediate supe r io r  per fu n c t io n .
5. Employees sh a l l  be informed to  whom they can go 
fo r  a s s i s t a n c e  in meeting the  r e s p o n s i b i l i t i e s  of  
t h e i r  p o s i t io n  (91_, 1982, Policy 2130).
Success i s  measured by movement up th e  pyramid. This success 
i s  measured by i n t a n g ib le s  as well as f i n a n c i a l  in c re a se s .  Sa la ry  
s te p s  a re  b u i l t  to  reward th e  individual  as he moves up from one 
leve l  o f  the pyramid to  another .  Money has been a mark of success
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in American c u l t u r e ,  and i t  i s  no d i f f e r e n t  in the b u rea u c ra t ic  
s t r u c t u r e  o f  th e  Clark County School D i s t r i c t .
Division of Labor
The Clark County School D i s t r i c t  i s  organized around a s in g le  
Super in tendent  and s ix  Associa te  Super in tendents .  The s ix  Associate  
Super in tendents  head d iv is io n s  o f  s p e c i a l i s t s  who make up the  s ix  
segmented and independent departments of th e  Clark County School 
D i s t r i c t .  The s ix  d iv is io n s  a re :  Personnel S e rv ices ,  Business and
Finance,  School F a c i l i t i e s ,  Elementary Education, Secondary Education,  
and A d m in is t ra t iv e /S p ec ia l  Student Se rv ice s .  Each d iv i s io n  i s  f u r th e r  
d ivided under D irec to rs  who have e x p e r t i s e  in each a rea .  Taking the 
Secondary Education d iv is io n  as an example, one wil l  f in d  t h a t  the  
f u r t h e r  up t h e  s c a l a r  chain ,  th e  more segmented appointments become. 
The v a s t  m a jo r i ty  o f  th e  secondary P r in c ip a l s  and V ice -P r in c ip a ls  
have been s e l e c t e d  from the  ranks of those  who have been secondary 
Teachers.  Each secondary Zone D i re c to r ,  of  which th e re  a re  fo u r ,  has 
h is  e n t i r e  background in secondary educa t ion .  There tends to  be a 
view o f  p r o t e c t in g  one 's  own department  versus a concern f o r  the  
hea l th  o f  the  o rgan iza t io n  as a whole.
Control by Rules
The Clark  County School D i s t r i c t  opera tes  through a s e t  of 
r e g u la t io n s  based on th e  p o l ic i e s  e s t a b l i s h e d  by th e  Board o f  
T ru s tee s .  These p o l i c i e s  and re g u la t io n s  are  divided in to  e ig h t  
s e p a ra te  c a te g o r i e s  o f  d i r e c t i o n .
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Policy Regulations
000 General Object ives
1000 Community
2000 Adminis tra t ion
6 pages 0 pages
17 pages 15 pages
12 pages 1 pe
3000 Business
4000 Personnel
5000 Students
32 pages 42 pa . ; s
27 pages 62 pages
23 pages 61 pages
27 pages 29 pages
22 pages 23 pages
6000 I n s t r u c t io n
7000 New Construction
176 pages 233 pages
The p o l i c i e s  and re g u la t io n s  are  e s tab l i sh ed  to  insure  uniformity in 
d e c i s io n  making throughout  the  Clark County School D i s t r i c t .  The 
c o d i f i e d  s e t  o f  r e g u la t io n s  tend to  allow a l l  ad m in is t r a to r s  to de­
velop a  sense  o f  what i s  and what i s  not accep tab le  in the  d e c is io n -  
making p ro c e s s .  Bureaucracy appears to be e s s e n t i a l  to  some fo r  two 
r e a s o n s :  (1)  The school system i s  responsib le  f o r  a uniform product
o f  c e r t a i n  q u a l i t y  f o r  i t s  s e t s  a minimum, but  not  a maximum, level  
o f  s t u d e n t  accomplishment, and (2) the  b u rea u c ra t ic  o f f i c e  i s  a way 
to  i n s u r e  employee adherence to  u n i v e r s a l i s t i c  c r i t e r i a  (T3, 1965, 
pp. 974-975) .  In an a d m in i s t r a t iv e  survey conducted in 1981 (see 
Appendix C ) , i t  was found t h a t  h a l f  of the  t h i r t y - n i n e  ad m in is t r a to r s  
who responded to the  survey were inwardly d i r e c te d .  The inwardly 
d i r e c t e d  a d m in i s t r a to r  w i l l  fee l  more comfortable in the  segmented 
b u r e a u c r a t i c  o rg a n iz a t i o n ,  where ru le s  and reg u la t io n s  determine the  
s e l e c t e d  s o l u t io n  to  problems.
Impersonal R e la t ionsh ips
Decisions a re  made on the  bas is  of the  p o l i c i e s  and regu­
l a t i o n s  c o d i f i e d  by the  Clark County School D i s t r i c t .  Leaders do not
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make t h e i r  decis ions  based on the p e r s o n a l i ty  o f  the  in d iv id u a l ,  the  
na ture  of  the  s i t u a t i o n ,  or the  type of even t .  As a general r u l e ,  
dec is ions  are  made on a ra t io n a l  basis  using the reg u la t io n s  of  the  
Clark County School D i s t r i c t  as the deciding f a c t o r .  In the  Clark 
County School D i s t r i c t  a t t i t u d i n a l  survey,  the  t h i r t y - n i n e  i n t e r ­
viewees ind ica ted  t h a t  Clark County School D i s t r i c t  adm in is t ra to rs  
do not  re ly  on the organizat ion  to s a t i s f y  t h e i r  belonging need.
Career Orien ta t ion
Employment in the  Clark County School D i s t r i c t  i s  based on 
ind iv idua l  e x p e r t i s e  gained through advanced education and experience.  
Promotion is  based on a combination of  s e n i o r i t y  and m eri t .  Sa lary  
i s  based on p os i t io n  with in  the h ie ra rchy .  Retirement b e n e f i t s  a re  
o f fe re d  to  a l l  Clark County School D i s t r i c t  employees, and the 
d i s t r i c t  begins to  s t r e s s  the  bene f i t s  of  a c a ree r  with the  Clark 
County School D i s t r i c t  once the  indiv idual  has moved in to  the  
management phase of  d i s t r i c t  employment.
Theory Z vs. the  Bureaucracy
In t roduct ion
There a re  two basic  tasks  undertaken in  Chapter 4. F i r s t ,  
c o ns idera t ion  was given to the  answers to the  bas ic  quest ions of 
t h i s  study: (1) Is i t  poss ib le  to  inco rpora te  Theory Z in to  the
d a i ly  opera t ion o f  the  public  school? and (2) I f  an attempt i s  made 
to  incorpora te  Theory Z in to  the  d a i ly  ope ra t ion  of the  public  
scho o ls ,  what f a c i l i t a t o r s  and b a r r i e r s  a re  th e  adaptors l i k e l y  to
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encounter  in  making the  t r a n s i t i o n  from a cu r re n t  bu reau c ra t ic  school 
management model to  a model based on Theory Z? The second task  was 
to  prove o r  d isprove  the  bas ic  hypothesis  growing out of these  two 
q u e s t io n s :  Those a t tempting  to rep lace  bu reaucra t ic  p r in c ip le s  with
p r i n c i p l e s  common to  Theory Z o rganizat ions  wil l  encounter  more 
b a r r i e r s  than f a c i l i t a t o r s .  To determine answers to the  ques t ions  
and to  t e s t  th e  t h e o r e t i c a l  hypothes is ,  e ig h t  th e o re t i c a l  sub­
hypotheses ,  based on e ig h t  se lec ted  c h a r a c t e r i s t i c s  of Theory Z, 
were used: (1) Long-term Employment, (2) R e la t ive ly  Slow Evaluation
and Promotion, (3) I m p l i c i t  and E x p l i c i t  Contro l ,  (4) C o l lec t ive  
Decision Making and Individual  R e sp o n s ib i l i ty ,  (5) Wandering Career  
P a th s ,  (6) Wholism, (7) Management Systems, and (8) an Agreed-upon 
Basic  Philosophy. The substance of  these  e ig h t  c h a r a c t e r i s t i c s  was 
then compared to  c u r r e n t  p ra c t ic e s  in a b u reau c ra t ic  school system 
as r ep re sen ted  by the  Clark County School D i s t r i c t .
For th e  purposes of c l a r i t y  in comparing the  c h a r a c t e r i s t i c s  
o f  Theory Z o rg a n iz a t io n  with a b u reaucra t ic  organ iza t ion  using the  
e i g h t  s e l e c te d  c h a r a c t e r i s t i c s ,  two p r o f i l e  l ab e ls  were provided. 
P r o f i l e  Z r e f e r s  to  Theory Z o rganiza t ions  and P ro f i l e  B r e f e r s  to  
b u r e a u c r a t i c  o rg a n iz a t io n .
Long-term Employment
P r o f i l e  Z. In the  organizat ion  developed by the g re a t  
Japanese  e n t r e p re n e u r ,  Matsushita,  th e re  i s  a promotion of  managerial 
c o n t in u i ty  through long job tenure.  Long-term employment holds a 
prominent p o s i t io n  in the  basic  managerial philosophy of Japanese
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managers l i k e  Matsushita (88, 1981, p. 79). S tudies  by Robert Cole 
of  the  Univers i ty  of  Michigan have shown t h a t  turnover r a t e s  in 
American companies are four to e igh t  times as high as fo r  a l l  
Japanese companies (84, 1981, p. 58). Ouchi f e l t  t h a t  by varying 
experience and by allowing p a r t i c ip a t io n  in decis ion  making, a g re a t  
deal of  the  voluntary  termination o f  employment can be avoided (84, 
1981, p. 117). In Japan, during the occupation a f t e r  World War I I ,  
a l i f e - t i m e  employment system was imposed under the  leadersh ip  of  
General Douglas MacArthur. This system o f  guaranteeing employment 
f o r  a long term generates  a sense o f  s e c u r i t y  and high morale among 
Japanese employees ( 116, 1981, p. 55). With an o rgan iza t ion  tak ing  
a long-range view of goals and o b je c t iv e s ,  i t  i s  imperative t h a t  
management remain s t a b l e .  A Japanese company committed to l i f e ­
time employment w i l l  go to g reat  lengths to  b u i ld  lo y a l ty  among i t s  
employees by ensuring f a i r  and humane t r ea tm e n t ,  due to i t s  com­
mitment to long-term employment. Ouchi s t a t e d :
In the  United S t a t e s ,  by comparison, an a l i e n a te d ,  
d i sg run t led  employee can be l a id  o f f  during the next 
downswing in the business cycle and thus rep resen ts  
only a sh o r t  term burden to the employer. The problem 
is  purely one of incen t ives .  People committed to  long 
term r e l a t i o n s h ip s  with one another  have a strong 
commitment to  behave responsibly and eq u i tab ly  towards 
one another (84,  1981, p. 34).
Hewlett-Packard wanted i t s  people to  have a s t a b l e ,  long­
term caree r  dependent, of  course, upon s a t i s f a c t o r y  job performance 
(68,  1977, p. 21). Some American companies have many of the  
c h a r a c t e r i s t i c s  of  Theory Z. Best known a re  Kodak, Cumins Engine 
Company, IBM, L e v i -S t r a u s s , National Cash R e g is te r ,  Proctor  and
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Gamble, and Utah I n t e r n a t io n a l .  Their  h i s t o r i c  r a te s  of tu rnover  
a re  low, lo y a l ty  and morale are reputed to be very high, and 
i d e n t i f i c a t i o n  with the  company i s  s t rong (85_, 1978, p. 307). These 
companies do not  express  goals in shor t - te rm  p r o f i t a b i l i t y ,  but  
r a t h e r  pay some co s t  in  order  to maintain employment s t a b i l i t y  
through d i f f i c u l t  t imes.  Workers who know t h a t  they are  guaranteed 
a job are  more f l e x i b l e  a t  work than employees in most Western 
c o u n t r i e s ,  where the  ty p ic a l  management model i s  the bureaucracy.
Ouchi f e l t  t h a t  the fa te  of  most firms t i e s  in to  employment 
s e c u r i t y .  Involun tary  te rm ina t ion ,  or mass l a y o f f  and f i r i n g  of 
employees, i s  l a r g e ly  a matter  of company po l icy .  Some companies 
w i l l  argue t h a t  l ay o f f s  are  forced on them when the economy weakens 
and sa le s  d e c l in e .  Ouchi s ta te d :
A company or economy su f fe r ing  from sh o r t  run 
d ec l ine  can avoid layof fs  through a shar ing  of the  
misfor tune .  Shareholders can share in the  loss  by 
accep t ing  l e s s  p r o f i t s  or even moderate losses  fo r  
one y ea r .  In exchange, a highly committed and ex­
perienced team of employees wil l  repay them in 
fu tu re  years  with la rge  p r o f i t s .  S im i la r ly  
employees a t  a l l  l e v e l s  can share th e  burden by 
accepting shortened work weeks and paychecks, fo re ­
going p r e r e q u i s i t e s  and temporari ly  performing 
tasks  they f ind  d i s t a s t e f u l  (84, 1981, p. 118).
P r o f i l e  B. The average a d m in is t ra to r  in the  Clark County 
School D i s t r i c t  has been with the d i s t r i c t  fo r  eighteen years  in 
various  p o s i t io n s .  The ad m in is t ra t ive  force  o f  the  Clark County 
School D i s t r i c t  has an average of eleven years  in ad m in is t r a t iv e  
s e r v i c e .  Both o f  these  f igu res  f a l l  with in  the d e f in i t i o n  of long­
term employment o u t l in e d  in Chapter 3. When the  sample group was 
asked i f  the  d i s t r i c t  had done anything to d i r e c t l y  s e l l  them on a
c a ree r  commitment to  the  Clark County School D i s t r i c t ,  t h i r t e e n  of 
t h e  twenty answered in the  negat ive.  But the seven who did answer 
in the a f f i rm a t iv e  f u r th e r  explained by c i t i n g  th e  bureaucra t ic  
incen t ives  of vested re t i rem en t ,  competi t ive  s a l a r i e s ,  and rap id  
promotions. None of the sample group f e l t  t h e i r  s k i l l s  were unique 
to  the Clark County School D i s t r i c t .  All of  the  respondents s t a t e d  
t h a t  they could e a s i l y  f i l l  a s im i la r  ro le  in another  d i s t r i c t  or in 
p r iv a te  indus t ry .  While a l l  twenty of  the respondents f e l t  t h e i r  
ro le  in the Clark County School D i s t r i c t  was cha l leng ing ,  a l l  but  one 
o f  them f e l t  they could f ind  equally  rewarding and chal lenging work 
elsewhere.
Re la t ive ly  Slow Evaluation and Promotion
P r o f i l e  Z Evaluat ion . In a Japanese company, a sho r t - te rm  
assessment of  indiv idual  performance is  not wanted, so the  company 
can save the  cons iderab le  expense of  c o l l e c t in g  and processing a l l  
t h a t  information.  Ouchi has found t h a t  slow eva lua t ion  and promotion 
serve  as s t a b i l i z i n g  f a c to r s  in an o rgan iza t ion  (84^ 1981, p. 119). 
Speed of evaluat ion  has a major e f f e c t  on the  c h a rac te r  of the  
in te rpersona l  r e l a t i o n s h ip s  within an o rg an iza t io n .  Rapid and 
f requen t  evaluat ions  lead to a narrow view of  the  individual  eva lu ­
a te d ,  for  only the  d i r e c t  supervisor  i s  involved in the process .
This continual  overt  supervis ion makes i t  impossible  to form 
f r iend sh ip s  with the  subordinate .  By delaying formal e v a lu a t io n s ,  
more people can be involved in the process and i t  becomes l e s s  
th rea ten ing  to the  in te rpersona l  r e l a t i o n s h ip  of the  superv iso r  and
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th e  supervised (88, 1978, p. 308). Slow eva lua t ion  takes the  p ressure  
o f f  a s in g le  super io r  and f ree s  him to show a w h o l i s t i c  concern fo r  
th e  employee. In the  Theory Z o rg an iza t ion ,  the  rea l  eva lua t ion  is  
su b je c t iv e  and highly personal .  No one i s  r a p id ly  promoted, nor 
punished, due to  good or bad performance scores  (85_, 1978, p. 311). 
Pascales s t a te d  t h a t  company leaders  l i k e  Matsushita are  known fo r  
long-range evaluat ion  (88, 1981, p. 62).
The Theory Z organ iza t ion  opera tes  from the  premise t h a t  
ind iv idua l  performance and reward can be judged e q u i tab ly  only over a 
period of  y e a rs ;  then ,  r e l a t io n sh ip s  must be long-term and t r u s t  must 
be g re a t  (84, 1981, p. 84). Ouchi s t a t e d :
What i s  c r i t i c a l ,  i s  t h a t  t h i s  young person r e a l i z e  
t h a t  his  or her sup e r io r  performance i s  recognized and 
w i l l  indeed be well compensated fo r  in the  long run.
In order  to induce young employees to accept  a slower 
process of formal eva lua t ion  and promotion, a system of 
non-monetary forms of eva lu a t ion ,  such as f requen t  i n ­
volvement with super io rs  on p r o j e c t s ,  including  c lose  
in s t r u c t io n  and guidance,  must be provided.  They com­
municate the  expec ta t ion  of g re a te r  income in the  fu tu re  
without  c re a t in g  sh o r t - ru n  incen tives  (84_, 1981, p. 120).
P r o f i l e  B E valua t ion . The b u reau c ra t ic  o rgan iza t ion  responds 
to  high turnover r a t e s  with rap id  eva lua t ion  and promotion. Many 
American corpora t ions  f ind themselves t r a i n in g  over h a l f  of  t h e i r  
work fo rce  each year .  Due to t h i s  type o f  tu rn o v e r ,  jobs have to  be 
reduced to  basics  where rapid t r a in in g  wil l  allow the  worker to  do a 
job with minimum s k i l l s .  Ouchi and Jaeger  s t a t e d :
The A type (bu reau c ra t ic )  o rgan iza t ion  has a r e l a ­
t i v e l y  shor t  time in which to r e a l i z e  productive 
b e n e f i t s  from the necessary investment in an indiv idual  
employee (cos t  of search and t r a i n i n g ) .  I t  can bes t
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r e a l i z e  these  benef i t s  by having the person follow 
a highly  sp ec ia l ized  ca ree r  pa th ,  in which necessary 
lea rn ing  can occur rap id ly  and scale  economies are  
soon achieved. F in a l ly ,  rapid turnover requ i re s  
replacement of managers and thus rapid promotion of 
those  a t  lower l e v e l s .  Because promotion must be 
proceeded by eva lu a t io n ,  to  preserve the  impression 
i f  not the  f ac t  of  a mari tocracy,  evaluat ion  a lso  wil l  
occur rap id ly  (85, 1978, p. 310).
Rapid evaluat ion  can cause an uneasiness among managers, who fee l
t h a t  th ree  to f ive  years  without a s i g n i f i c a n t  eva lua t ion  leading to
a promotion marks them as a f a i l u r e .
Nevada Revised S ta tu te s  (NRS 391.3125) req u i re s  th a t  pro­
ba t ionary  employees of  the Clark County School D i s t r i c t  be evaluated 
a t  l e a s t  four  times a y ea r .  The Clark County School D i s t r i c t  de­
veloped Regulations 4161 and 4761 to comply with t h i s  s t a t e  law.
All of  th e  in terviewees ind ica ted  t h a t  th e  d i s t r i c t  i s  complying 
with s t a t e  law. The evaluat ion  process i s  h ighly  formalized and 
fol lows the  basic  t en e ts  of c l i n i c a l  supervis ion  leading to 
eva lua t io n .
Full compliance with these s t a tu to r y  requirements 
can only be met in reference  to the pos t -p roba t ionary  
employee i f :
1. The Board of School Trustees e s t a b l i s h  ob­
j e c t i v e  c r i t e r i a  and procedures fo r  eva lua t ion  
a f t e r  consu l ta t ion  with the e le c ted  r e p r e ­
se n ta t iv e s  of the  c e r t i f i c a t e d  employees or 
t h e i r  designees.
2. Each pos t -proba t ionary  employee i s  observed 
and evaluated a t  l e a s t  once annually .  A 
w r i t te n  copy i s  to  be given to the  employee 
with in  f i f t e e n  (15) days of the eva lua t ion  
(47, 1979, p. 6) .
With a f i r s t - y e a r  or probat ionary employee of  the  d i s t r i c t ,  the  pro­
cedures are  somewhat d i f f e r e n t .  Four evaluat ions  must take place
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and be documented. The evaluat ion  regu la t ions  of  the  Clark County 
School D i s t r i c t  are based on Board Policy 4320:
CLARK COUNTY SCHOOL DISTRICT POLICY 4320
EVALUATION: ALL EMPLOYEES
1. I t  i s  the r e s p o n s i b i l i t y  of a l l  superv iso rs  
to evaluate  the  work o f  assigned employees and 
to  make rep o r ts  on appropr ia te  Clark County 
School D i s t r i c t  forms. Evaluat ions sh a l l  be 
made a t  any time the  condit ions  warrant  in ac­
cordance with the procedures p resc r ibed  by 
Nevada Revised S ta tu te s  and by the Personnel 
Division.
A. N oncer t i f ica ted  a d m in is t r a to r s ,  c e r t i f i c a t e d  
employees, and c l a s s i f i e d  employees w i l l  be 
evaluated on the basis  of developed per­
formance s tandards.
B. The primary purpose of the  eva lua t ion  process 
i s  to  assess  employee competency. The a s ­
sessment should provide employees with an 
awareness of the  procedures used in the 
eva lua t ion  and should include an an a ly s i s  of  
employee performance with recommendations fo r  
improvement to enhance the  educational  
process (91 ,̂ 1982).
According to  Clark County School D i s t r i c t  Regulation 4321, 
eva lua t ion  may take place any time t h a t  condi t ions  w arran t ,  and the 
process i s  s p e c i f i c a l l y  s t a te d  and highly  formalized.  All post-  
p robat ionary employees are  to be evaluated once a year  and a l l  p ro ­
ba t ionary  personnel must be evaluated by November 1, January 1,
March 1, and May 1 o f  each school year .  A p robat ionary  a d m in is t ra to r  
i s  one who is  in his  f i r s t  year  or a second t r i a l  year  of  employment 
as an a d m in is t ra to r .
Eighteen of th e  twenty sampled a d m in is t ra to rs  f e l t  evalu­
a t io n  was not  only good but necessary.  Four o f  those interviewed 
f e l t  t h a t  bi-annual  evaluat ion  was more d e s i r a b le  than the  present
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y e a r ly  requirement.  Only two of  those in terviewd ind ica ted  year ly  
was too o f ten .  Only one suggested an in te rv a l  as long as three  y e a r s .  
All but  one of the  respondents  f e l t  the  eva lua t ion  in te rv a l  of the 
Clark County School D i s t r i c t  i s  about the  way i t  should be.
When asked about  the  value of  peer e v a lu a t io n ,  in r e l a t io n  
to  formal e v a lu a t io n ,  a l l  but  two f e l t  t h a t  formal evaluat ion  was 
most important  to  t h e i r  c a re e r  development. One s t a t e d  ne i the r  
appears to  have much t o  do with career  advancement. Ouchi summed up 
Theory Z a t t i t u d e  toward th e  bureaucra t ic  p r a c t i c e  of  frequent  
eva lu a t io n  as fo l low s:
I f  everyone i s  going to  be promoted, to  evaluate  
any o f  them i s  unnecessa ry ,  except fo r  your personal 
amusement. Over t h e  long run, the  high performers 
w i l l  emerge and w i l l  take the  pos i t ions  of  g r e a t e r  
r e s p o n s ib i1i t y  w h i le  developing long-term values and 
coopera t ive  a t t i t u d e s  (84., 1981, pp. 119-120).
P r o f i l e  Z Promotion. F ie lder  s t a t e d  t h a t  one of the most 
d i f f i c u l t  personnel d e c i s io n s  in management i s  what s o r t  of  person 
to  promote in to  a l e a d e r s h ip  po s i t io n .  The p ro p os i t io n  th a t  what 
people have done in t h e  p a s t  i s  the be s t  i n d i c a t o r  of  what they wil l  
do in the  fu tu re  i s  i n v a l i d ,  fo r  most promotions move the  individual  
in to  e n t i r e l y  new a re a s  (37^, 1977, p. v i i ) .  In educa t ion ,  t h i s  i s  
e s p e c i a l ly  t r u e ,  s i n c e  most school adm in is t r a to r s  come from the 
teaching  ranks.  The requirements of a success fu l  classroom teacher  
a re  not n e c e s s a r i l y  th o se  needed to  be a success fu l  adm in is t ra to r .
I f  promotion i s  slow, the  managers w i l l  have an opportunity  
to  become thoroughly acquain ted  with the  people they supervise.
Slow promotion a lso  g iv e s  th e  new employee an oppor tunity  to be
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shaped by and a s s im i la te d  in to  the  o rgan izat ional  c u l tu r e .  An o rg an i ­
z a t io n  t h a t  has a philosophy o f  rapid promotion w i l l  not  have as 
u n i f i e d  a c u l tu re  as an o rgan iza t ion  with a slower r a t e  of upward 
m o b i l i ty  (85., 1978, 308). Theory Z makes a slowing o f  promotion 
p o s s ib l e  by moving both new and old managers from assignment to a s ­
signment.  This movement allows the young person to develop a wide 
c i r c l e  o f  more experienced acquaintances.  Some of those  older  
managers w i l l  of ten  provide  a mentoring r e l a t i o n s h i p  with young 
managers (8£,  1981, p. 120). When evaluat ion and promotion f i n a l l y  
do t ak e  p lac e ,  they can be done on a f irmer b a s i s .  The slowing down 
o f  e v a lu a t io n  and promotion i s  v i t a l  to  underscore the  emphasis on 
long-term performance. At Matsushi ta ,  performance i s  ra ted  over 
s e n i o r i t y .  Pascales found t h a t
a f t e r  f i f t e e n  y e a r s  of  s e rv ic e  (a period long enough 
t o  in su re  t h a t  everyone i s  f i rmly  so c ia l i z e d  in to  the 
company), promotion c r i t e r i a  weigh performance with 
s e n i o r i t y .  From t h i s  ju n c tu re  on, the  f irm does not 
h e s i t a t e  to  promote young men to key posts  over t h e i r  
s e n io r s  (88, 1981, p. 81).
The main problem with slow promotion i s  t h a t  the  most capable 
people  always have th e  most opt ions  to move to  o th e r  co rpora t ions .  A 
co rp o ra t io n  l ik e  Hewlet t-Packard,  for  example, t r i e s  to  solve t h i s  
problem by promoting from w ith in  the ranks and developing t r a in in g  
o p p o r t u n i t i e s  to  broaden th e  c a p a b i l i t i e s  of personnel and prepare 
them f o r  more respons ib le  jo b s .  Managers on a l l  l e v e l s  a re  to  be 
concerned with th e  development of  t h e i r  subordina tes  (70^, 1978,
P- 2 1 ) .
P r o f i l e  B Promotions. The Clark County School D i s t r i c t ' s  
p o l icy  in se le c t in g  a d m in is t r a to r s  i s  s t a t e d  below:
CLARK COUNTY SCHOOL DISTRICT POLICY 4111 
ADMINISTRATIVE APPOINTMENT
I .  The Board of School Trustees recognized the  impor­
tance of employing highly  q u a l i f i e d  and p ro ­
f e s s io n a l ly  t r a i n e d  adm in is t ra t ive  personnel as 
expressed in the  achievement of goals in the 
Statement of Educational  P r in c ip l e s ,  and de lega tes  
to  the  Super in tendent  the  r e s p o n s i b i l i t y  fo r  
e s t a b l i s h in g  a d m in i s t r a t iv e  s e lec t io n  processes 
t h a t  w i l l  a s su re  th e  Clark County School D i s t r i c t  
o f  e f f e c t i v e  p ro fes s io n a l  leadersh ip  (9JU 1982).
From t h i s  s ta tem ent ,  t h e  Clark County School D i s t r i c t  has evolved a
number o f  reg u la t io n s  to  deal with the  a d m in is t r a t iv e  processes of
th e  d i s t r i c t .  C e r t i f i e d  personnel holding an ad m in is t r a t iv e  p o s i t io n
may apply fo r  o ther  a d m in i s t r a t iv e  pos i t ions  as they become a v a i l a b l e .
Non-adminis tra t ive  personnel seeking adm in is t ra t iv e  p o s i t ion s  must
be on the Adm inis tra t ive  E l i g i b i l i t y  L is t .  To be placed on the l i s t ,
th e  employee must hold a Nevada Adminis trators  Endorsement, a
Master 's  Degree from an acc re d i te d  college  or u n iv e r s i t y ,  and have
completed f ive  years  o f  successfu l  c e r t i f i e d  experience .  The
d i s t r i c t  has developed a screening  process ;  those  candidates  who
surv ive  the  screening process  p a r t i c i p a t e  in the  Leadership Training
Program. The in d iv id u a ls  named wil l  remain on the  l i s t  fo r  f ive
y e a r s .  I f  not placed in those  f iv e  y e a r s ,  they w i l l  be dele ted  from
the  l i s t .  There i s  a p rov is ion  fo r  o u t - o f - s t a t e  a d m in is t ra t ive
appointments,  but the  d i s t r i c t  has almost e x c lu s ive ly  r e c r u i t e d  from
with in  th e  d i s t r i c t  f o r  new adm in is t ra to rs  below the level  of
super in tenden t .  While the  average a d m in is t ra to r  has eighteen years
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t o t a l  s e rv ice  in the  d i s t r i c t  and 11.3 years  of  a d m in is t ra t iv e  
experience in the d i s t r i c t ,  he has an average of  only .5 years 
a d m in is t r a t iv e  exper ience  ou ts ide  the  Clark County School D i s t r i c t .
Those in th e  in te rv iew  sample were promoted on the average of 
every 4.3  y e a r s .  There i s  no s e t  philosophy on time between pro- 
'motions within  the  Clark County School D i s t r i c t .  Fourteen of  the 
twenty sampled a d m in i s t r a to r s  f e l t  the time between promotion must 
depend on the  p os i t io n  and th e  individual  f i l l i n g  the  p os i t io n .  
Nineteen o f  the  twenty respondents f e l t  the  d i s t r i c t ' s  promotion " i s  
about the  way i t  should be ."  This answer was based on the f a c t  t h a t  
a l l  o f  the  respondents f e l t  t h e i r  p r e s t i g e ,  power, and f in an c ia l  
needs were being met by th e  presen t  Clark County School D i s t r i c t  
promotion program.
Wandering Career Paths
P r o f i l e  Z. In a b u reau c ra t ic  o rg an iz a t io n ,  promotions 
t y p ic a l l y  remain w i th in  a s p e c i a l t y  whereas in the  Theory Z o rgani­
z a t io n ,  the  typ ica l  c a r e e r  path i s  not sp e c ia l i z ed  by func t ion .  Ouchi 
and Jaeger  described t h e  e f f e c t  o f  sp e c ia l i z e d  c a ree r  paths as 
fo l lo w s :
A sp e c ia l i z e d  c a r e e r  path y ie ld s  p r o f e s s i o n a l i z a t i o n ,  
decreases o rg an iza t ion a l  l o y a l t y ,  and f a c i l i t a t e s  movement 
of  the  individual  from one firm to another.  A non­
sp e c ia l i z ed  ca ree r  path y i e ld s  loca l ism,  inc reases  o rgan i ­
za t iona l  lo y a l ty ,  and impedes i n t e r - f i r m  m ob il i ty .  Career 
s p e c i a l i z a t io n  a l s o  inc reases  problems of  coordination  
between ind iv id u a ls  and su b - u n i t s ,  while n o n -sp e c ia l i z a t io n  
eases the  coord ina t ion  problem. Career s p e c i a l i z a t i o n  also 
y i e ld s  the  sca le  economies of  task s p e c i a l i z a t io n  and ex­
p e r t i s e ,  whereas n o n -sp ec ia l ized  caree r  paths o f ten  s a c r i f i c e  
these  b e n e f i t s .  A (b u rea u c ra t ic )  and J (Theory Z) o rgan i ­
za t ions  may De the  same in formal s t r u c tu r e  - having equal
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d iv i s io n a l  sep a ra t ion ,  fo r  example - but in d iv id u a ls  
w i l l  move through those sub-un i ts  in qu i te  d i f f e r e n t  
p a t t e rn s  (85, 1978, p. 309).
Ouchi f e l t  t h a t  American firms tend to overvalue s p e c i a l i z a t i o n  and
underest imate  the  importance o f  having people in each department who
understand the other  department (84, 1981, p. 122). The weakness of
s p e c i a l i z a t i o n  is  t h a t  the  workers can never be in t im a te ly  in te g ra te d
with one another .  Only i f  the  r i g h t  s p e c i a l i s t s  a re  put toge ther  w i l l
the  s t r u c t u r e  work. These s p e c i a l i s t s  can funct ion  to g e th e r  only i f
th e re  i s  no need to understand anything beyond t h e i r  own s p e c ia l ty .
In a company with rapid  advancement and tu rn o v e r ,  
people learn  to opera te  without depending on con­
s u l t i n g  o thers .  No one e l s e  is  l ik e ly  to know or care 
about t h e i r  problems or be around long enough to  follow 
through with co l lab o ra te  r e s p o n s i b i l i t i e s .  People and 
departments become sealed  o f f  from one another .  In 
order  to  accomplish anyth ing ,  each must s t i c k  to  those 
th ings  which they can do alone (84, 1981, pp. 59-60).
In Japan, employees become knowledgeable in a l l  aspects  of  the 
o rg an iza t io n  ra th e r  than a s p e c i a l i s t  in a s in g le  funct ion  of  the  
o rg an iza t io n .  Since t h e i r  s k i l l s  are  unique to  a s in g l e  o rg an iz a t io n ,  
the  worker cannot r ea d i ly  move from organiza t ion  to  o rgan iza t ion .
This g en e ra l i za t io n  of  t a l e n t  helps bui ld  corpora te  lo y a l ty .  "Japanese 
executives  do not s p e c ia l i z e  and reg u la r ly  move from one corporate  
department to the next" (17., 1981, p. 74). Theory Z organ iza t ions  tend 
to  be moderately sp e c ia l i z ed  in comparison to the  typ ica l  bu reau c ra t ic  
o rg an iz a t io n .  Each y e a r ,  f i f t e e n  percent  of Matsushita  employees 
r o t a t e  from one d iv is ion  to another .  Hewlett-Packard Corporation 
t r i e s  to  r e g u la r ly  r o t a t e  i t s  managers in order  to  broaden t h e i r  
experiences  (77, 1981, p. 3).  Ouchi f e l t  t h a t  managers who c i r c u l a t e
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across  jobs w ith in  a company r e t a in  t h e i r  enthusiasm, t h e i r  e f ­
f e c t iv e n e s s ,  and job s a t i s f a c t i o n .  I t  would be of b e n e f i t  to  the 
o rgan iza t ion  to  develop a process of a d v e r t i s in g  new p o s i t io n s  widely 
and encourage employees to  t r a n s f e r  to  r e l a t e d  jobs t h a t  permit  them 
to  lea rn  something new. A Time magazine a r t i c l e  (55., 1981, p. 54) 
• s t a te d  th a t  Japanese co rpo ra te  leaders  are  people who have spent  time 
in  a l o t  of d i f f e r e n t  a sp ec t s  of the  bus iness ;  t h i s  i s  in c o n t r a s t  to  
th e  one-dimensional l ead e rs  found in most American f i rm s .
This movement throughout  the o rgan iza t ion  a lso  e f f e c t i v e l y  
reduces coordination  problems. Due to  the  v a r i e ty  of acquaintances 
and f r iendsh ips  developed,  employees who have needed information are  
in c l in ed  to  help each o th e r .  Since employees w i l l  spend a l i f e t i m e  
to g e th e r ,  they have an i n t e r e s t  in maintaining harmonious r e l a t i o n ­
sh ip s .  In Theory Z o r g a n iz a t io n s ,  v i r t u a l l y  every department w i l l  
have someone who knows t h e  people ,  the  problems, and the procedures 
of  any o ther  area  w i th in  th e  organ iza t ion  (84, 1981, p. 31); t h i s  
w i l l  help c o o rd in a t io n ,  f o r  both s ides  w i l l  understand and cooperate 
with the  o ther .  The person asking fo r  a s s i s t a n c e  today may be a co­
worker o r  even a s u p e r io r  tomorrow. This in te rchanging  makes i t  
d e s i r a b le  to cooperate  with  one another with in  the  o rgan iza t ion .
P ro f i l e  B. When the  ca ree r  paths o f  the  twenty in terviewees 
were t raced ,  i t  was found t h a t  only two had any horizontal  movement 
a t  a l l ,  and th a t  movement was l im i ted .  According to  t h i s  sample, 
th e re  was very l i t t l e  emphasis on obtain ing  an overa l l  view of the  
d i s t r i c t ;  however, most f e l t  the re  should be. Nineteen of  the  twenty
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interviewed f e l t  an a d m in i s t r a to r  in the Clark County School D i s t r i c t  
would be rewarded f o r  cooperat ing with o the rs  on the same l e v e l .  A 
common comment was: "You should coopera te ,  fo r  you never know who
your boss may be i n  th e  f u t u r e . "  Thir teen  o f  the  twenty in terv iewees  
believed  the re  i s  va lue  in hor izontal  movement with in  the o rg an iz a t io n ,  
but only s ix  of  th e  twenty f e l t  hor izon ta l  was more important than 
v e r t i c a l  to c a re e r  development. However, e ighteen  of  the twenty i n d i ­
cated t h a t  f o r  promotional  purposes, a wide o rgan iza t ional  view is  
most important .  While these  s tatements seemed to  c o n t ra d ic t  each 
o th e r ,  one high school p r in c ip a l  t r i e d  to  c l a r i f y  t h i s  apparent  
dichotomy as fo l lo w s :  "Your e x p er t i s e  in a s p e c i a l t y  draws the
d i s t r i c t ' s  a t t e n t i o n  to  you, but when in te rv iew ed ,  they quest ion  you 
to  determine your o v e ra l l  knowledge o f  the  o rgan iza t io n .  I f  you do 
poorly in the  in te r v ie w ,  your chances f o r  promotion are h u r t . "
Im p l ic i t  and E x p l i c i t  Control Factors 
P r o f i l e  Z.
In the  Theory Z co rp o ra t ion ,  shared values com­
municate a sense  o f  meaning th a t  helps guide people in 
the  d i r e c t io n  s e n i o r  executives want. They a lso  bind 
employees to  t h e  o rg an iz a t io n ,  so t h a t  they see them­
se lves  not  j u s t  as cogs in someone e l s e ' s  wheel but as 
people who a re  se rv inq  soc ie ty  through the  company 
( 115, 1981, p. 54).
In th e  Theory Z o r g a n i z a t i o n ,  there  i s  a g rea t  need to r e ly  on o th e rs .
The top management o f  Theory Z companies does not allow e x p l i c i t
measures to  be t h e  f i n a l  a r b i t r a t o r s  in decis ion  making. Mutual
t r u s t  allows d e c i s io n s  accep tab le  to  a l l  to  be made without e x p l i c i t
ru les  and r e g u l a t i o n s .  Matshushita be l ieved  t h a t  people can be
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t r u s t e d ,  but  he did maintain contro l  systems and provided the 
guidel ines  to prevent  various mistakes (88, 1981, p. 59). Re­
la t io n sh ip s  between people a re  always su b t l e  and i m p l i c i t ,  and 
bureaucra t ic  ru le s  can do violence to  them. The Theory Z foreman 
who is  forced by b u rea u c ra t ic  management to assign work s t r i c t l y  on 
’ the  basis  of  s e n i o r i t y  wil l  lose  s u b t l e t y  and production w i l l  d ec l in e .
An in ta n g ib le  c a l le d  " t r u s t "  i s  the  key to in te r - o r g a n iz a t io n a l  
r e l a t i o n s :
Says Yorchi Takahaski , head of  H i t a c h i ' s  70,000 
st rong labor  union:  "Everything depends on dialogue
and t r u s t .  What i s  good fo r  the  company i s  good for  
the union. The workers know t h a t  t h e i r  labor  i s  what 
makes the  company prosperous."  Adds Noboru Yoshii,  a 
sen io r  ad v iso r  of Sony Corporation:  "There i s  l i t t l e
opposi t ion  between management and workers because 
every manaoer comes up the ladder  from employee" (55,
1981, p. 57).
Argyis argued t h a t  motivation in work w i l l  be maximal when each member 
pursues ind iv idua l  goals  and experiences psychological growth and 
independence. He f e l t  c lose  superv is ion  r e ta rd s  m otiva t ion ,  rewards 
psychological  growth, and hampers personal independence and freedom. 
Supervision can be suppor t ive  only when the supervisor  t r u s t s  workers 
to  use t h e i r  d i s c r e t i o n  in a manner c o n s i s t e n t  with the goals o f  the
organ iza t ion  (84 ,  1981, p. 81).
T rus t  i s  an important  aspec t  o f  Theory Z: t r u s t  by management
in  the  decision-making c a p a b i l i t i e s  o f  the workers; t r u s t  by the  
workers t h a t  management i s  looking out  fo r  the  employee's be s t  
i n t e r e s t ;  and t r u s t  between both groups t h a t  everyone i s  working fo r
the  bes t  i n t e r e s t  of the  company and not fo r  personal or group
aggrandizement (77., 1981, p. 3). Without t r u s t ,  j u s t i f i a b l e  r i s k s
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are  not  taken and everyone lo se s .  The r e s p o n s i b i l i t y  fo r  e s t a b ­
l i s h in g  t r u s t  must be shared between subordinates  and su p e r io rs .
Work t r u s t  involves confidence in peop le 's  p ro fes s iona l  a b i l i t i e s .  
Doctoroff s t a t e d :
To e s t a b l i s h  an atmosphere of t r u s t ,  which We have 
recognized as another p r e r e q u i s i t e  of resonance,  
managers should encourage t h e i r  subordinates  to  ge t  to  
know one another on a soc ia l  b a s i s .
1. They must ac t  in such a way as to  enable people to 
a c t  in  a f o r t h r i g h t  manner without f e a r  fo r  t h e i r  
p o s i t io n  or c a ree r s .
2. They may have to  develop a w i l l ingness  to  t r u s t  
t h e i r  subordinates .
3. Managers must make sure t h a t  the  people in t h e i r  
groups share a common code (27, 1977, pp. 44-45).
Bureaucra t ic  o rgan iza t ions  are  i d e n t i f i e d  by the use of 
e x p l i c i t  ru le s  and regu la t ions  and performance s tandards  to  ensure 
ac tua l  performance meets des i red  performance. However, in the 
Theory Z o rgan iza t ion ,  expec ta t ions  are  not e x p l i c i t l y  s t a t e d ;  they 
are  to  be deduced from a more general understanding o f  the  corpora te  
philosophy (85 ,̂ 1978, p. 309). Due to  the p r a c t ic e  of long-term 
employment, control  can be more im p l i c i t  and i n t e r n a l i z e d  as op­
posed to  e x p l i c i t  and compliant. This im p l i c i t  contro l  can en­
compass a much wider v a r i e ty  of a c t i v i t i e s  and behaviors .  Pascales 
d iscussed ambiguity in Japanese management as fo l lows:
We bel ieve  th a t  the  essence of Japanese success in 
these  areas i s  rooted in assumptions th a t  a re  r a th e r  
fundamental to l i f e .  F i r s t ,  the  Japanese accept  
ambiguity ,  u n c e r ta in ty ,  and imperfection as much more 
of  a given qu a l i ty  in o rgan iza t iona l  l i f e .  . . .
Second, the  Japanese see themselves as f a r  more i n ­
dependent. Thus they are  prepared to make f a r  g r e a te r  
investments in people and in the  s k i l l s  necessary  to 
be e f f e c t i v e  with o thers  (88, 1981, p. 155).
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Ambiguity, u n c e r t a i n t y ,  and imperfection carry  d i f f e r e n t  
conno ta t ion  in the  occ iden ta l  world than they do in the  o r i e n t .
The Japanese would see  the  ambiguous s i t u a t i o n  as acceptable  and as 
a f a c t  o f  l i f e  (88, 1981, p. 141). Ouchi quoted Harold L eav i t t  of 
S tanford  Univers i ty  as saying the  penchant fo r  the  e x p l i c i t  and the 
measurable  in the  b u re a u c ra t ic  organ izat ion  has gone well beyond 
reasonab le  l i m i t s .  L e a v i t t  f e e l s  i t  i s  time to  r e tu rn  to the su b t le  
and th e  su b je c t iv e .  In the  Theory Z o rgan iz a t io n ,  e x p l i c i t  and 
i m p l i c i t  seem to e x i s t  in a s t a t e  o f  balance (84^ 1981, p. 72). The 
Theory Z manager r e a l i z e s  t h a t  the  informal and im p l i c i t  cannot 
fu n c t io n  in a pure form. This type of management can e x i s t  only 
when o th e r  in g red ien t s  e x i s t :  s t a b le  employment, slow evaluat ion
and promotion,  and low c a ree r  s p e c i a l i z a t i o n .  Even with those 
f e a t u r e s  in p lace ,  t h e  i m p l i c i t  must be supported with a crutch of 
formal con tro l  and a n a ly s i s  in organizat ions  where a complete 
agreement on values and b e l i e f s  cannot be f u l l y  r e a l i z e d .  The 
problem becomes how to ensure  a high level o f  d i s c ip l i n e  and hard 
work w ithou t  h i e r a r c h i c a l  superv is ion  and mandatory production.
Ouchi s t a t e d  t h a t  th e  answer to  t h i s  dilemma i s  to  develop a 
complete un i ty  of goals  w ith in  the  o rgan iza t ion .
Type Z o rg an iza t io n s  . . .  do employ h ie ra rc h ic a l  
c o n t r o l ,  and thus do not  r e ly  e n t i r e l y  upon goal 
congruence among employees fo r  orders .  N ever the less ,  
they do re ly  e x te n s iv e ly  upon symbolic means to  pro­
mote an a t t i t u d e  o f  e q u a l i t a r ia n ism  and a mutual t r u s t ,  
and they do so in Dart by encouraging a who!is t i c  r e ­
l a t i o n  between employees. S e l f - d i r e c t i o n  replaces  
h i e r a r c h ic a l  d i r e c t i o n  to a g rea t  ex ten t  which en­
hances commitment, l o y a l t y ,  and motivation (84, 1981, 
pp. 82-83).
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When Pascales eva lua ted  M atsush i ta ' s  company and ITT in the 
area  of  im p l i c i t n e s s ,  he s t a t e d  t h a t  vagueness i s  not  always 
d e s i r a b l e ;  however, in  these  two o rg a n iz a t io n s ,  he found no need fo r  
l e s s  vagueness. There seemed to  be an accep tab le  balance of the  
i m p l i c i t  and e x p l i c i t .
P r o f i l e  B. The crux o f  management s k i l l s  i s  the a b i l i t y  to 
ge t  people to  do what you want them to do. I t  i s  in  t h i s  area  t h a t  
a major d i f f e re n c e  can be found between the bureaucracy and the 
Theory Z co rpo ra t ion .  The b a s ic  s t r a t e g i e s  by a d m in is t ra to rs  seem 
to  involve a manipulat ion o f  th e  i n t r i n s i c  reward s t r u c tu r e  o f  the
teachers  and a manipulat ion  o f  the  normative sense o f  being a pro­
f e s s i o n a l ,  i n he re n t  in the  th ink ing  of  most t eache rs  (j50, 1979, 
pp. 126-127). Hanson f e l t  th e  p r in c ip a l  i s  a "gatekeeper" who 
i n t e r p r e t s  and en fo rces  th e  r u l e s ,  p o l i c i e s ,  and expec ta t ions  of 
the s t a t e  education code, th e  board of  educa t ion ,  and the pa ren ts .  
Nearly everyone in a bureaucracy recognizes the  importance of 
having s tandard ized  school ru le s  t h a t  control  the  funct ions  of  the  
schools .  Hanson summed h is  f ind ings  as fo l lows:
The o u te r  l i m i t s  o f  dec is iona l  autonomy are  shaped 
by a v a r i e ty  of  f o r c e s ,  some of which are  r i g i d  in 
c h a rac te r  and o th e r s  o f  which permit cons iderab le  
l a t i t u d e  fo r  i n t e r p r e t a t i o n .  B a s ic a l ly ,  these  con­
s t r a i n t s  a re  imposed by th e  s t a t e  l e g i s l a t u r e ,  the local 
board o f  ed uca t ion ,  pa ren ta l  exp ec ta t io n s ,  the  leadersh ip
s t y l e  of th e  p r i n c i p a l s ,  the  p rofess ional  s tandards of
the  te a c h e rs ,  and the  a v a i l a b i l i t y  of  resources  (50,
1979, p. 121).
Feelings are  not allowed much express ion  in t h i s  type of 
management due to  the  absolu teness  o f  i n s t r u c t i o n s .  Achieving
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p o s i t iv e  r e s u l t s  in a b u reauc ra t ic  system depends a g re a t  deal on 
e x p l i c i t  i n s t r u c t i o n .  A bureaucracy r e f e r s  to  an a u th o r i ty  
s t r u c tu r e  based on r a t i o n a l  behavior. Rational a u th o r i ty  i s  pro­
j e c te d  throughout th e  o rgan iza t ion  in such a way as to d i r e c t l y  
control  human a c t i v i t y  to the  po in t  of high p r e d i c t a b i l i t y  and 
maximum e f f i c i e n c y .  Hanson f u r th e r  explained control  in the 
bureaucracy:
In o rg a n iz a t io n s  based on 1e g a l - r a t io n a l  a u th o r i ty ,  
the  o r g a n i z a t i o n ' s  c h a r t e r  and formally  e s tab l ish ed  
p o l ic i e s  v e s t  th e  a u th o r i ty  of command in s p e c i f i c  
o f f i c e s  to be used by the people who occupy these 
o f f i c e s .  The leg i t im acy  of  the  c o n t ro l l in g  inf luences  
o f  the  su p e rv i so r  over the  subordinate  i s  a matter  of 
o rgan iza t io n a l  law. Anyone who accepts the  terms of 
employment in e f f e c t  i s  accepting a legal  c o n s t r a in t  
on h is  or her behavior  and considers i t  h is  or her 
duty to  obey o rd e r s .  In t h i s  con tex t ,  when a teache r  
chooses to  sign a c o n t r a c t  with a school system, he is  
prepared and w i l l i n g  to bind himself  to  the  decis ions 
o f  his  su p e r io rs  in  a l l  aspects  of  school tasks  (50,
1979, p. 24).
Alvin Goldner s t a t e d  t h a t  ru le s  serve f i v e  funct ions  in an 
o rgan iza t ion :
1. Rules e x i s t  as the  equ iva len t  of  d i r e c t ,  
personal o rd e rs .
2. Rules provide  a s u b s t i t u t e  fo r  the  personnel 
r e p e t i t i o n  of orders  by supe rv iso rs .
3. Rules se rve  to define  and l im i t  a sub o rd in a te ' s  
area  of decision-making d i s c r e t i o n .
4. Rules f a c i l i t a t e  the  "remote con tro l"  c a p a b i l i ty  
o f  managers.
5. Rules se rve  as "punishment- legi t imating"  funct ions
(50, 1979, p. 24).
Pascales  has found t h a t  English c u l tu re s  a t tach  importance 
to  p r e c i s io n ,  problem so lv in g ,  and c l e a r  log ica l  p re s e n ta t io n .  
R a t io n a l i ty  becomes an end unto i t s e l f .
I l l
An i m p l i c i t  assumption of b u reaucra t ic  theory 
which we have had repeated occasion to quest ion is  
t h a t  h i e r a r c h i c a l  au th o r i ty  and d i s c ip l i n e  are com­
p a t i b l e  with decis ions  based on expert  judgements 
made in  accordance with profess ional  s tandards .
. . . t h a t  t h e r e  i s  a c o n f l i c t  between those two 
c o n d i t i o n s .  Rigid d i s c ip l i n e  s t i f l e s  professional  
judgements. Conversely, h ie ra rch ica l  a u th o r i ty  is 
weakened by inc reas in g  technological  complexity in 
an o rg a n iz a t io n  with i t s  r e s u l t in g  emphasis on 
t e c h n ic a l  exper tness  fo r  a l l  personnel ,  including 
th o se  on the  lowest operat ing lev e ls  (50, 1979,
p .  122).
The p o t e n t i a l  danger of  c o n f l i c t  between the need fo r  
d i s c i p l i n e  and th e  need fo r  p rofess ional  judgment i s  a major problem 
in t h e  school s e t t i n g .  When teachers  do not conform to d i s t r i c t  
p o l i c y ,  p re s su re s  can be brought to bear to  bring the t eache r  in l in e  
with school p o l ic y .  Hanson discussed t h i s  problem as fol lows:
In th e  c l a s s i c a l  t h e o r i s t ' s  world o f  "should be," 
t h e  assumption e x i s t s  t h a t  everyone is  cognizant of a 
r u l e  sha res  a s i m i l a r  i n t e r p r e t a t i o n .  Under real  
world c o n d i t io n s  i t  is  rare  fo r  everyone to  be aware 
o f  (o r  even care  about) a l l  the  ru les  and even r a r e r  
f o r  everyone to  share  the  same i n t e r p r e t a t i o n .  In 
schoo ls  the  problem is  compounded because the edu­
c a t io n a l  i n s t r u c t i o n  has a r e l a t i v e l y  undefined 
technology t h a t  almost de f ies  a p rec ise  and uniform 
d e f i n i t i o n  among educators .  The board of educt ion,  
t h e  s u p e r in te n d e n t ,  or the  p r inc ipa l  may make ru les  
about  " the  a p p l i c a t io n  of firm procedures of d i s c ip l i n e , "  
o r  th e  " u t i l i z a t i o n  of team teaching in the  classroom," 
o r  t h e  " p a r t i c i p a t i o n  of teachers  in a l l  major decis ions  
concerning  th e  schoo ls ."  A p rec ise  meaning of these 
r e g u l a t i o n s ,  however, i s  by no means s e l f - e v id e n t .  Hence, 
when the  same ru le  i s  in te rp re ted  and implemented by 
d i f f e r e n t  peop le ,  th e  p o s s ib i l i t y  of  d i f f e r e n t  courses of 
a c t io n  being taken is  very real (50,  1979, pp. 44-45).
In the  opening s ta tement of the  Clark County School D i s t r i c t  
Regu la t ions  and P o l i c i e s  Manual, the o rgan iza t ion  attempted to  ex­
p l a in  t h e i r  r e l i a n c e  on the  bureaucra t ic  mode of ru les  c o d i f i c a t io n .  
"The P o l icy  Manaual . . . saves t ime, e f f o r t  and money, by
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providing c o n s i s t e n t  answers to the  many quest ions a r i s in g  in 
gocerning the  sch oo ls .  Questions t h a t  a r i s e  can be answered by a 
quick r e f e r r a l  t o  th e  policy manual." The o rganizat ional  s t r u c t u r e  
of th e  Clark County School D i s t r i c t  in i t s e l f  is  an e x p l i c i t  control  
f a c t o r .
Philosophy of A dm inis tra t ion  and Organizat ion
Whenever a number of people are  concerned in 
ca r ry ing  o u t  an undertaking,  adm in is t ra t io n  is  
necessary  to  p lan ,  s t a f f ,  implement, coord ina te ,  
con tro l  and e v a lu a te  the e f f o r t s  o f  those people 
toward commonly accepted goals .
The a d m in i s t r a t io n  must be able  to a n t i c ip a te  the 
needs of  th e  e n te r p r i s e  f a r  in advance and must 
develop p lans  which will  accommodate these  needs.
I t  must have c l e a r l y  in mind th e  goals which are 
being worked toward. I t  must develop cooperat ively  
with the  s t a f f  ways of achieving these goals .
The type o f  l e ade rsh ip  needed in the  top admini­
s t r a t i v e  p o s i t i o n s  of  the  Clark County School D i s t r i c t  
must be o f  t h e  h ighes t  order  to  enable ch i ldren  and 
youth of  th e  community to b e n e f i t  from the  best  edu­
ca t io n a l  program p o ss ib le ,  and to give the  taxpayers 
o f  the  D i s t r i c t  f u l l  value fo r  the  expenditure of 
t h e i r  money.
Operat ional  d ec is ions  can be made e f f e c t i v e l y  a t  the 
school or department  level with the  development of 
adequate p o l ic y  and de lega t ion  of au th o r i ty  (91, 1982,
Pol icy  2110).
The re g u la t io n  developed from Policy  2110 e x p l i c i t l y  d e t a i l s  what 
the  Supe r in ten d en t  i s  to do with in  the  o rgan iza t ion .  The terms used 
are  h ighly  b u r e a u c r a t i c  in na ture :  "The Superintendent sh a l l
enforce  the  s t a t u t e s  of Nevada, ru le s  of  the  S ta te  Board, and the  
p o l i c i e s  o f  t h i s  Board." "The Superintendent  may promulgate regu­
l a t i o n s  to  implement law or Board p o l icy ."  "Such reg u la t io ns  sha l l  be
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binding when issued and shal l  be provided to the  Board." In a pol icy 
s ta tement  numbered 0300, the  Board s t a t e d :  "The Board, with the
Super in tendent ,  develops and publishes sound ru le s  governing i t s  
plans o f  ope ra t ion ."  This pol icy  f u r t h e r  s t a t e d :  "The respons i ­
b i l i t i e s  and respec t ive  ro les  of each are  c l e a r ly  defined and s e t  
fo r th  in w r i t in g . "  Clark County School D i s t r i c t  Policy 2130 out­
l ined  the  organizat ional  s t r u c tu r e  o f  the  Clark County School 
D i s t r i c t  as follows:
CLARK COUNTY SCHOOL DISTRICT POLICY 2130 
DISTIRCT ORGANIZATION
The Superintendent sha l l  organize the admini­
s t r a t i v e  s t a f f  fo r  the  e f f i c i e n t  and e f f e c t i v e  
opera t ion of the D i s t r i c t  and for  the imple­
mentation of Board po l icy .  The Superintendent 
sha l l  recommend fo r  Board approval any changes 
in the  adm in is t ra t ive  o rgan iza t ional  plan a t  
d iv is io n a l  and department l e v e l s .  . . .
3. Responsib i l i ty  sha l l  flow simply and c l e a r l y  
from the Board of School Trustees through 
the  Superintendent to cen t ra l  o f f i c e  admini­
s t r a t o r s ,  p r i n c i p a l s ,  c e r t i f i c a t e d  and 
c l a s s i f i e d  employees.
4. Employees shal l  be informed as to whom they 
a re  responsible  and fo r  what func t ions .
Whenever p oss ib le ,  employees shal l  be made 
responsib le  to only one immediate sup e r io r  
per  function.
5..  Employess sha l l  be informed to whom they can 
go fo r  a ss i s tan ce  in meeting the re s p o n s i ­
b i l i t i e s  of t h e i r  p os i t io n  (£4, 1982, Policy 
2130).
In an attempt to determine the  amount of  e x p l i c i t  control  
exer ted  in the Clark County School D i s t r i c t ,  a s e r i e s  o f  quest ions 
were asked o f  the  sample group s e le c te d  for  the  in te rv iew  process
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(see Appendix A). These quest ions focused on the  decision-making 
process and on what th e  adm in is t ra to rs  base t h e i r  dec is ions .  While 
fourteen of  those  in terv iewed s t a te d  t h a t  t h e i r  decis ions  a re  not 
completely dominated by the  Regulations and P o l ic ie s  Manual, a l l  
twenty ind ica ted  t h a t  the  ru les  and regu la t io n s  do a t  l e a s t  s e t  the  
parameters fo r  t h e i r  d e c i s io n s .  Fourteen of  the  respondents i n d i ­
cated t h a t  the  m a jo r i ty  of  t h e i r  decis ions  were r e p e t i t i v e  and 
governed by the  r e g u la t io n s  based on po l icy  of ten  developed from 
s t a t e  laws. F i f t e e n  o f  those  interviewed f e l t  t h a t  a t  l e a s t  some 
of t h e i r  subord ina tes  follow d i r e c t i o n s ,  due to the  punishments 
b u i l t  in to  the r e g u la t i o n s  e s tab l i sh ed  by the  ad m in is t ra t ion  o f  the  
Clark County School D i s t r i c t  in compliance with Board pol icy .
Three o f  the  in te rv iew ees  ind ica ted  a char ism at ic  loya l ty  to  ex­
p lain  why t h e i r  subord ina tes  followed d i r e c t i o n s  given to them.
Four o f  the  respondents  f e l t  a commitment to education expla ined 
t h e i r  su b o rd in a te s '  w i l l in g n e ss  to comply with adm in is t ra t ive  
d i r e c t i v e s .  Their  commitment to education w il l  cause compliance 
as long as ru le s  and reg u la t io n s  do not seem coun ter-product ive .
Decision Making and R e sp o n s ib i l i ty
P r o f i l e  Z. Whereas American corpora t ions  encourage 
executives to be d e c i s i v e ,  to a c t  f o r c e f u l l y ,  and accept the  con­
sequences, Japanese co rpo ra t ions  make decis ions  by a tedious c o l ­
l e c t i v e  compromise t h a t  can sometimes involve as many as s ix ty  to 
e igh ty  i n d iv id u a l s ,  each o f  whom holds a p o te n t i a l  veto. Pascales  
s t a te d  t h a t  the  Japanese a re  as i n te r e s t e d  in Americans in g e t t in g
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dec is ions  made. When they have t ime, the  Japanese p re fe r  to  use a 
c o l l e c t i v e  decision-making process .  The Japanese be l iev e  the 
workers o f  an o rgan iza t io n  wil l  be more committed to a decis ion  i f  
they take p a r t  in making i t .  The Japaneses managers go so f a r  as 
to  b e l i ev e  they a re  ob l iga ted  to  include a l l  employees who are  to 
be a f f e c t e d  by a dec is ion  (88, 1981, pp. 174-175). What o r d i n a r i ly
happens in  Japan i s  those  people who are  to  carry  out  the  new policy
or program are  involved a t  the e a r l i e s t  planning s ta g e .  This 
p a r t i c i p a t o r y  approach to dec is ion  making i s  probably the  b e s t
known f e a t u r e  of  Japanese o rg an iza t ion s .  The Japanese go to g rea t
lengths to  involve employees in the  l i f e  o f  the  company. While 
General Motors a c t i v e l y  r e c r u i t s  suggestions from employees and 
even o f f e r s  up to  510,000 fo r  a proposal t h a t  is  adopted, the  
company rece iv es  an average of l e s s  than one suggest ion per 
employee per  y e a r ,  and only o n e - th i rd  are  accepted. In the  same 
time pe r io d  a t  T oyo ta 's  main p l a n t  a t  Nagoya, o f f i c i a l s  received 
more than nine suggest ions  per worker per y e a r ,  and adopted 
v a s t  m a jo r i ty  (55_, 1981, p. 56).  Matsushita  viewed employees'  
recommendations as instrumental  to  making improvement. He be­
l ieved  t h a t  a g r e a t  many l i t t l e  people paying a t t e n t i o n  each day 
to  how t o  improve t h e i r  jobs can accomplish more than a whole 
headquarte rs  f u l l  o f  production engineers and p lanners .
The Theory Z organ iza t ion  uses a consensual ,  p a r t i c i p a t i v e ,  
and c o l l e c t i v e  decision-making process .  Ouchi and Jaeger  
explained t h i s  decision-making process in the following quote:
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The mode of decis ion  making r e f e r s  to typ ica l  
ways of dealing with nonroutine problems. In d i ­
vidual decision making is  a mode by which the  manager 
may or  may not s o l i c i t  information o r  opinion from 
o t h e r s ,  but he or she expects and is  expected by 
o thers  to a r r iv e  a t  a decis ion without o b l ig a t io n  to 
cons ider  the  views of o th e rs .  Under consensual 
decis ion  making, the manager w i l l  not decide un t i l  
o thers  who will  be a f fec ted  have had s u f f i c i e n t  time 
to  o f f e r  t h e i r  views, fee l  they have been f a i r l y  heard,  
and are  w i l l ing  to support  the  decis ion  even though 
they may not feel t h a t  i t  i s  the bes t  one (85_, 1978, 
p. 308).
The Japanese d i s l ik e  making decis ions  in an a r b i t r a r y  manner. The 
Japanese conduct t h e i r  dialogues in c i r c l e s ,  widening and narrowing 
them to  correspond to the  o th e r s '  s e n s i t i v i t y  to  the  feedback ( 88 , 
1981, p. 151). They d iscuss  i ssues  thoroughly,  but  once a l l  per­
sp e c t ives  have been expressed, they more w i l l i n g l y  l e t  a consensus 
decide.  The group can be sa id  to have achieved consensus when i t  
f i n a l l y  agrees upon a s in g le  a l t e r n a t i v e  and when each member of 
the  group can honsetly  say th ree  th in g s :  (1) "I b e l ieve  you
understand my poin t  of  view"; (2) "I be l ieve  t h a t  I understand 
your p o in t  of  view"; and (3) "Whether or not I p r e f e r  t h i s  
d e c i s io n ,  I wil l  support  i t ,  because i t  was a r r iv e d  a t  in an open 
and f a i r  manner" (84, 1981, p. 43) .
Since the  employees r e a l i z e  t h e i r  ideas a re  being heard 
and implemented, t h e i r  d e s i re  to  be a pa r t  of  the  decision-making 
process and to improve t h e i r  work environment in c re a s e s .
In a real sense ,  a p a r t i c i p a t i v e  approach to  
management asks a l l  workers to give more. They are  
not  being asked to  carry  heavier  loads nor to  e x e r t  
themselves more p h ys ica l ly .  The p ro d u c t iv i ty  gains 
come from improved coordina t ion  r a th e r  than from i n ­
creased physical e f f o r t .  However, these improvements
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in coordination come only i f  a l l  employees w i l ­
l in g ly  engage in a n a ly s i s ,  p lanning, and dec is ion  
making (84, 1981, p. 190).
Rensis L ik e r t ' s  s tud ies  ind ica ted  t h a t  p a r t i c i p a t i v e  
companies, l ik e  Theory Z o rg an iza t io ns ,  were more p r o f i t a b l e  and 
had h e a l t h i e r  employees than did a u to c ra t i c  o rg an iz a t io n s .  He a lso  
found t h a t  very few people p re fe r red  the  a u to c r a t i c  system of 
management (84, 1981, p. 178). Kimbrough in d ica ted  employee s a t i s ­
f a c t io n  i s  highly important .  " I f  an ind iv idua l  de r ives  s u f f i c i e n t  
s a t i s f a c t i o n  from his involvement in the coopera t ive  e f f o r t ,  he 
w i l l  continue i t ;  i f  n o t ,  he wil l  not  continue i t "  (6j0, 1976, p. 
66).  Argyis reported in the Journal of  B usiness :
Studies  show t h a t  p a r t i c i p a t i v e  management tends 
to  1) increase  the  degree of "we" fee l in g  or c o h e s i ­
veness t h a t  p a r t i c ip a n t s  have with an ove ra l l  o rg an i ­
za t iona l  point of  view ins tead  of the t r a d i t i o n a l  
more "now" departmental po in t  of view; 3) decrease 
th e  amount of c o n f l i c t ,  h o s t i l i t y  and c u t th r o a t  
competit ion of p a r t i c i p a n t s ;  4) increase  in d iv id u a l s '  
understanding of each o th e r ,  which leads to increased 
to le ran ce  and pa t ience  toward o thers ;  5) increase  the  
i n d iv i d u a l ' s  f ree  express ion of his  p e r s o n a l i ty ,  which 
r e s u l t s  in an employee who s t i c k s  with the  o rgan iza t ion  
because he ( i . e . ,  h is  pe rso na l i ty )  needs the  g r a t i f y in g  
experiences he f inds  while working th e re ;  and 6) de­
velop a "work climate"  as a r e s u l t  of the  o ther  t e n ­
denc ies ,  in which the  subordinates f ind  oppor tun i ty  to 
be more c rea t iv e  and to come up with the  ideas bene­
f i c i a l  to  the o rgan iza t ion  (_35, 1974, p. 555).
John Madden, the  highly successful  fo o tb a l l  coach of the 
then-Oakland Raiders of the  National Football League, explained the  
importance o f  the  f e e l in g  of "we-ness" in the  fo llowing quote:
I always thought t h a t  i f  the  quarterback c a l le d  
th e  p lay s ,  the r i g h t  s p i r i t  would emanate from the 
group. I t  would be a "we" thing ins ide  the  huddle, 
a "we" thing marching to the l i n e ,  a "we" th ing a f t e r  
the  b a l l  was snapped. I f  the  play worked, the p layers
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would look a t  i t  as t h e i r  triumph and would be 
pumped-up. Conversely, i f  i t  f a i l e d ,  th ey 'd  
assume t h e  r e s p o n s i b i l i t y  and f ig h t  t h a t  much 
harder  th e  next  time (66_, 1982, p. 23).
Teamwork sounds good in p r i n c i p l e ,  but i t  takes a g r e a t  deal of 
execu t ive  time to develop an e f f e c t i v e  team. I t  i s  not poss ib le  to 
simply o rder  subord ina tes  to behave l ik e  a team. Followers and 
l ead e rs  must u n i te  f o r  mutual goal achievement, and t h i s  un i t ing  
can o f ten  be ted ious  and time-consuming. In the  end, however, the  
group b e n e f i t s  because a l l  members will  be a l igned in support  of  
th e  same goa l .  Sandra O'Connell suggested t h a t  problem solving i s  
e s s e n t i a l l y  two a d u l t s  t a lk in g  with mutual re s p e c t .  From problem­
solv ing  communications, th e  organizat ion  w i l l  b e n e f i t  from b e t t e r  
s o lu t io n s  (81^, 1979, pp. 22-23). Evidence t e l l s  us t h a t  a con­
sensus approach y i e l d s  more c re a t iv e  decis ions  and more e f f e c t i v e  
implementation than does ind iv idua l  decis ion making.
Perhaps the  most d i f f i c u l t  aspect  o f  Japanese management 
f o r  Westerners to  comprehend i s  the  strong o r i e n t a t i o n  toward c o l ­
l e c t i v e  v a lu e s ,  p a r t i c u l a r l y  a c o l l e c t iv e  sense of r e s p o n s i b i l i t y .
In Japan no one ind iv idua l  c a r r i e s  r e s p o n s i b i l i t i e s  
f o r  a p a r t i c u l a r  t u r f .  Rather,  a group or  a team of 
employees assumes j o i n t  r e s p o n s i b i l i t y  fo r  a s e t  of 
t a s k s .  While we wonder a t  t h e i r  comfortableness in not 
knowing who i s  r e s p o n s ib le  fo r  what, they know qu i te  well 
t h a t  each is  completely  responsib le  f o r  a l l  t a s k s ,  and 
they share  t h a t  r e s p o n s i b i l i t y  j o i n t l y .  . . . t h i s  ap­
proach leads  to  a n a tu r a l l y  p a r t i c i p a t i v e  decis ion  making 
and problem so lv ing  (84, 1981, p. 50).
In the Japanese mind, nothing o f  consequence occurs as a r e s u l t  o f
ind iv idua l  e f f o r t .  Everything important happens as a r e s u l t  of
teamwork or  c o l l e c t i v e  e f f o r t .  To f ix  blame on a s in g le  indiv idual
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is a f r u i t l e s s  e f f o r t .  Japanese executives do not value bravado 
or "legend-making" moves as much as Americans do. The Japanese 
emphasize the  o r g a n i z a t i o n ' s  achievements over time more than an 
i n d iv id u a l ' s  o n e -sh o t  success (88^ 1981, p. 174). The notion of  
independence in  managerial thought and ac t ion  i s  not a s a l i e n t  
f e a tu re  fo r  Japanese managers. The Japanese value p e r s i s t e n c e ,  
c a re ,  judgment, a t t e n t i o n  to  d e t a i l ,  but do not comprehend the 
term "independence." Independence i s  not a re le v an t  term in the  
way the  Japanese manager th inks (88^ 1981, pp. 195-196).
In Theory Z o rg a n iz a t io n s ,  the  decis ion  making may be c o l ­
l e c t i v e ,  but t h e  u l t im a te  r e s p o n s i b i l i t y  fo r  the  decis ion s t i l l  
r e s id es  in one in d iv id u a l .  Ouchi f e l t  t h a t  Americans wil l  never 
be ab le  to  t o l e r a t e  th e  c o l l e c t i v e  form of r e s p o n s i b i l i t y  (84, 
1981, pp. 78-79). Ouchi and Jaeger  approached the problem as 
f o l 1ows:
Although r e s p o n s i b i 1i t y  i s  not e a s i l y  d is t ingu ished  
from dec is io n  making s t y l e  in a l l  c ses ,  i t  represen ts  
an im portan t ,  independent dimension. Individual  r espons i ­
b i l i t y  as a value i s  a necessary precondi t ion  to confer­
r ing rewards upon ind iv idua ls  in a meri tocracy.  A manager 
poss ib ly  could engage in consensual decis ion  making while 
c l e a r ly  r e t a i n i n g  ind iv idua l  r e s p o n s i b i l i t y  f o r  the  de­
c i s io n .  Indeed, th e  Type Z organiza t ion  e x h ib i t s  j u s t  
t h i s  combination. In the J (Japanese) o rgan iza t ion ,  
r e s p o n s i b i l i t y  fo r  overseeing p ro jec ts  and f o r  accepting 
rewards or  punishments i s  borne c o l l e c t i v e ly  by a l l  
members of a su b - u n i t .  American companies in Japan which 
have at tempted to in troduce  the notion of  individual  
r e s p o n s i b i I i t y  among managers and blue c o l l a r  workers 
have found s t rong  r e s i s t a n c e  from t h e i r  employees. But 
in  the  United S t a te s  indiv idual  r e s p o n s i b i l i t y  i s  such a 
cen t ra l  p a r t  of the  na t iona l  c u l tu re  t h a t  no organizat ion  
can rep lace  i t  with th e  c o l l e c t iv e  value of  the  J type 
(85, 1978, p. 308).
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This sense of  individual  r e s p o n s ib i l i t y  c rea te s  tension in the 
Theory Z organ iza t ion .  When c o l le c t iv e  decis ion  making takes p la c e ,  
the  leader  places his  f a t e  in the hands of the  group, and t h i s  c a l l s  
f o r  a g rea t  deal of  t r u s t .  The leader  i s  asked to  accept r e sp o n s i ­
b i l i t y  fo r  decis ions  he may not p r e f e r ,  but t h a t  the  group has ,  in 
an open manner, decided.
P ro f i l e  B. I t  i s  d i f f i c u l t  to f in d  American managers with
p a r t i c i p a t i v e  leadersh ip  temperaments. The Theory Z manager i s
c a l le d  upon to share his  power and the  s p o t l i g h t  with subord ina tes .  
This sharing i s  of ten  c o n t r a r y to a  b u rea uc ra t ic  manager's ego needs. 
For the  b u reaucra t ic  manager, the concern with power i s  acute .  This 
need fo r  s e l f - p r o t e c t i o n  or aggrandizement leads to  open and frequen t  
d isp lays  o f  power; i t  a lso  leads to a cons tan t  expression of  compe- 
t i t v e  aggress ion ,  which has become a valued s t y l e  of behavior among 
American corporate  leaders  (88, 1981, pp. 239-240).
American ido ls  are  rough, tough i n d iv i d u a l i s t s ,  
th e  John Waynes, the  Evil Knevels and the Gloria  
Stienhems. Our most p i t i a b l e  f a i l u r e s  are  those  who
lose  t h e i r  indiv idua l ism to some l a r g e r ,  corpora te  
e n t i t y  and become organizat ional  men, f a c e le s s  persons 
in f lannel  grey s u i t s  (88, 1978, p. 306).
Americans assume t h a t  an executive needs to ge t  a l l  the  power he can
and needs to  use i t  openly. I f  the executive does not b l a t a n t l y  use
his power, i t  is  feared  t h a t  he wil l  lose  i t .
A U.S. News & World Report a r t i c l e  a l luded to  the f r o n t i e r  
t r a d i t i o n  when expla in ing  the drive fo r  i n d i v i d u a l i s t i c  leadersh ip  
in t h i s  country.
Because of our f r o n t i e r  t r a d i t i o n ,  we tend to  value 
tw o - f i s te d ,  i n d iv i d u a l i s t i c  leaders .  We choose them as
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though we were se l e c t in g  winners fo r  a Miss Universe 
co n te s t ,  looking f o r  f lashy  q u a l i t i e s  - a r t i c u l a t e n e s s ,  
personal a t t r a c t i v e n e s s ,  toughness. We l ik e  leaders  
ab le  to  deal with the  media and who have a knack for  
saying th ings c le v e r ly  (115, 1981, p. 54).
But t h i s  f r o n t i e r  s p i r i t  may have been misread.
The United S ta te s  was indeed forged by a f r o n t i e r  
s p i r i t  t h a t  valued cooperation and c o l l e c t i v e  e n te rp r i s e  
( i . e . ,  the  barn r a i s i n g ,  husking bees ,  e t c . ) .  Western 
thinking was p o l i t i c a l l y  c o l l e c t iv e  as we l l .  John Locke 
and Oliver  Wendell Holmes believed t h a t  i n d iv i d u a l i t y ,  
a t  some p o in t ,  has to give ground to  group needs (55,
1981, p. 60).
Bureaucrat ic  s t r u c tu r e  and ad m in is t r a t io n  are  designed to 
r o u t in i z e  problem so lv ing .  By e s t a b l i s h in g  s e t  methods fo r  s c '  rg 
problems, answering q u e s t io n s ,  and deal ing  with i ssues  in a pro^'am- 
med, systematic  way, problem solving w i l l  take a minimum of  human and 
m ate r ia l  resources .  Hanson d e a l t  with the  issue  in t h i s  manner:
By ro u t in iz in g  the  process of o rg a n iz a t io n ,  the  
myriad of competing demands on the system can be d i s ­
patched quickly  and e f f i c i e n t l y  through e s tab l i sh ed  
standing opera t ing  procedures. Hence, the  mult i tude 
of  round holes are  c rea ted  to which must f i t  pegs of 
a l l  s izes  and shapes (5£, 1977, p. 23).
However, the  bu reaucra t ic  model, in emphasizing the  formal 
d i s t r i b u t i o n  of a u th o r i t y ,  does not prepare  us f o r  many of  the  events 
t h a t  ac tu a l ly  occur in public  schools.  All too o f t e n ,  a bureaucracy 
w i l l  f a i l  to  do t h a t  which makes sense because common sense does not 
f i t  the ru le s .  Americans have been condit ioned  to  fee l  ambiguous as 
meaning incomplete, u n s ta b le ,  and in need of  c leaning-up.  The 
American dr ive fo r  c losu re  often prompts the  manager to make p r e ­
mature choices based on conceptual an a ly s i s  and sub s tan t iv e  m e r i t ,  
but without due regard fo r  implementation f e a s i b i l i t y .  The manager
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then s t r u g g l e s  t o  get  h is  people to comply forcing  more than would 
be necessary  had they decided l a t e r  and d i f f e r e n t l y .  All too o f t e n ,  
b u reaucra ts  a re  t r a i n e d  not to allow personal values to  in t ru d e  on 
dec is io ns  and, t h e r e f o r e ,  wil l  t r e a t  t h e i r  c l i e n t s  in an unfee l ing  
manner (84 ,  1981, p. 93).
The Clark County School D i s t r i c t  sample group was asked e ig h t  
ques t ions  d e a l in g  with  t h e i r  f ee l in g s  toward c o l l e c t iv e  dec is ion  
making and in d iv idu a l  r e s p o n s i b i l i t y .  Twelve of those interviewed 
f e l t  t h a t  when d e c i s io n s  are made by those higher  in the  chain of 
command, they do so without  consu l t ing  them. Fif teen of the twenty 
f e l t  t h a t  they should be consulted on is sues  t h a t  a f f e c t  t h e i r  d a i ly  
o p e ra t io n s .  All of  those  interviewed ind ica ted  t h a t  when they make 
d e c i s io n s ,  they  a lmost  always consu l t  o thers  in the  o rg an iz a t io n .  Ten 
o f  those  sampled consu l ted  those higher in the chain of  command; 
t h i r t e e n  in d ic a t e d  they contacted those  lower; and f i f t e e n  sa id  they 
contac ted  those  on the  same step .  Only nine consulted the  Regulations 
and P o l i c i e s  Manual, and s ix  t r i e d  to  con tac t  a l l  those who would be 
a f f e c te d  by t h e  d e c i s io n .  Six respondents  ind ica ted  they f e l t  c o l ­
l e c t i v e  d e c i s io n s  were usual ly  the  b e s t  d ec is ions .  Five of  those  
sampled f e l t  i t .depended on the d e c i s io n s ;  the o ther  nine f e l t  dec is ions  
were b e s t  made by one person.  Nineteen of the  twenty f e l t  t h a t  the re  
must always be one person responsib le  fo r  a dec is ion .  When asked 
about th e  advantage of c o l l e c t iv e  decis ion  making, the most common 
answer was "ownership" of  those involved.  The g r e a t e s t  disadvantage 
i d e n t i f i e d  by those  in the  sample group was the  time involved in 
reaching a c o l l e c t i v e  dec is ion .
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Who!ism
P r o f i l e  Z. The purpose of  any o rgan iza t ion  i s  the  u n i f i ­
ca t ion  of  the  g roup 's  e f f o r t  toward a common o b je c t iv e .  With t h i s  in 
mind, Sergiovanni s t a t e d  t h a t  the  ideal  school i s  made up o f  highly 
motivated in d iv id u a ls  who a re  committed to school o b je c t iv e s .  Whereas 
‘s c i e n t i f i c  management c h a ra c te r iz e d  by the  bureaucracy emphasizes 
s p e c i a l i z a t i o n ,  th e  Theory Z work group is  committed to common ob­
j e c t i v e s  and i s  c h a ra c te r i z e d  by group loya l ty  and mutual support  
(99,  1979, p. 15).
The Theory Z c u l tu r e  deals  with the worker 's  l i f e  as a whole; 
i t  does not look upon the worker as a machine from nine to  f iv e  and a 
human in the  hours before  and a f t e r  work. By humanizing a t t i t u d e s  
toward workers, th e  Theory Z corpora t ions  have found t h a t  they not 
only inc rease  p r o d u c t iv i ty  and p r o f i t s  o f  the company but the  s e l f ­
esteem of the  worker (84,  1981, p. 195). Pascales found t h a t
the  Japanese see each ind iv idua l  as having economic, 
s o c i a l ,  p sy cho lo g ica l ,  and s p i r i t u a l  needs, much as we 
do when we s te p  back and th ink about in d iv id ua ls .  But 
Japanese execu t ives  assume i t  i s  t h e i r  task to a t ten d  
to  much more o f  the  whole of the  person, and not  leave 
so much to  o th e r  i n s t i t u t i o n s .  . . . And they be l ieve  
i t  i s  only when the  i n d iv i d u a l ' s  needs are met with in  
the  su bcu l tu re  of  a co rpora t ion  t h a t  they can l a rg e ly  be 
f reed  f o r  p roduct ive  work t h a t  i s  in l a rg e r  p a r t  ou t ­
s tand ing .  United S t a t e s '  execu t ives ,  condit ioned by a 
s o c ie ty  which fo r  good reason f irmly separa ted church 
from s t a t e ,  and l a t e r  the  corpora t ion from both,  perhaps 
n a tu r a l l y  assumed in the e a r ly  years  of t h i s  century t h a t  
the  mandate of  the  co rpora t ion  was much more narrowly 
economic (88,  1981, p. 123).
W ho!is t ic  r e l a t i o n s h i p s  a re  consequences r a th e r  than a cause 
of  o rg an iza t ion a l  i n t e g r a t i o n .  They help maintain the  e g a l i t a r i a n  
nature  of  the  o rg an iza t io n  by br inging subordinates and super io rs
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to g e th e r  as temporary equals .  A w ho! is t ic  r e l a t i o n s h i p  cannot be 
developed, but once Theory Z p r in c ip le s  a re  put in to  e f f e c t ,  who!ism 
w i l l  develop (84, 1981, p. 120). A w h o l i s t i c  r e l a t i o n s h ip  provides 
an atmosphere th a t  encourages e g a l i t a r i a n  a t t i t u d e s .
Ouchi s t a te d  t h a t  leaders  o f  Theory Z companies show g re a t  
concern fo r  the  welfare  of  subordinates and peers as a na tura l  p a r t  
of  work r e l a t i o n s .  Relat ions between executive  and subordinate  tend 
to  be informal and emphasize the  whole person. The w ho l i s t ic  ap­
proach inev i tab ly  maintains a strong e g a l i t a r i a n  atmosphere, and t h i s  
i s  a b as ic  c h a r a c t e r i s t i c  of  the Theory Z c o rp o ra t io n .  By mainta ining 
a w h o l i s t i c  na tu re ,  employees are fo rced ,  a t  a l l  l e v e l s ,  to  deal with 
one another  as complete human beings.  Under these  cond i t ions ,  de­
p e rs o n a l iza t io n  is  impossib le ,  autocracy u n l ik e ly ,  and open communi­
c a t i o n ,  t r u s t ,  and commitment are  commonplace (84_, 1981, p. 80).
Corporate l i f e  i s ,  fo r  the  most p a r t ,  in te g ra te d  and i n t e r ­
dependent. No one completes a corporate  t a sk  a lone.  The Japanese 
view of  co l lec t iv i sm  f i t s  n a tu r a l ly  in to  an i n d u s t r i a l  s e t t i n g .  The 
Western obsession with indiv idua l ism is  a con s tan t  cause of c o n f l i c t  
in  what i s  inheren t ly  a c o l l e c t i v e  a c t i v i t y .  The Japanese value 
th e  concept of Hosa, which t r a n s l a t e s  in to  English as " a s s i s t , "  as  a 
concept t h a t  reminds the  Japanese manager t h a t  a l l  success i s  a group 
e f f o r t  (88,  1981, p. 232). All executives a re  aware, whether they 
admit i t  or  not ,  t h a t  p e e r s ,  su p e r io r s ,  and subord ina tes  provide the  
support  needed for  success .  The Theory Z model openly admits the  
r o l e  o f  co l lec t iv i sm  and uses i t  to the b e n e f i t  o f  the  e n t i r e  o rg a n i ­
z a t io n .  In the  Theory Z o rg an iza t io n ,  group i d e n t i t y  supersedes
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individual  i d e n t i t y .  Loyalty to one 's  group is  the  most respec ted  
,ersonal a t t r i b u t e .  In the Theory Z c o rp o ra t io n ,  managers a re  
encouraged to coach t h e i r  subord ina tes ,  to  take them to lunch, and 
to  bring t h e i r  ju n io r s  along to meetings and p re sen ta t io n s .
On the  one hand, they expect a subordina te  to 
a s s i s t  his sen io r  in such a way t h a t  he leaves to his  
boss a l l  c r e d i t  fo r  outward appearances.  On the o ther  
hand, i t  i s  wholly understood t h a t  whatever a boss 
achieves i s  the r e s u l t  of the su b o rd in a te ' s  e f f o r t s  
and support  backstage. The Japanese simply c a n ' t  
imagine giving sole  c re d i t  to the person in the 
s p o t l i g h t  188, 1981, p. 230).
Berg s t a te d  t h a t  educational leaders  should have a c l e a r  
understanding of t h e i r  func t ions ,  a d e s i r e  fo r  and a knowledge of  
group dynamics (IJ^, 1977, pp. 213-214).
People id e n t i fy  with an o rgan iza t ion  f o r  reasons 
t h a t  a re  r e l a t e d  to  t h e i r  needs. Obviously,  t h e i r  
employment provides the income t h a t  they use for  
sustenance and f o r  the  physical needs they s a t i s f y  in. 
t h e i r  ou ts ide  a c t i v i t i e s .  In a d d i t i o n ,  however, t h e i r  
employment provides them an oppor tun i ty  to  apply t h e i r  
s k i l l s  and t r a i n in g .  I t  can a lso  reward them with 
soc ia l  con tacts  and with the recogn i t ion  given them fo r  
t h e i r  performance. In tha t  way i n s t i t u t i o n a l  purpose 
becomes in tangled  in a complexity o f  human wants, d e s i r e s ,  
and expec ta t ions  and the broader goals  and needs of  the  
o rgan iza t ion  (21_, 1973, p. 21).
The Theory Z manager considers i t  e s s e n t i a l  to  be f u l l y  i n ­
formed of  the  personal circumstances o f  each subordinate  (85_, 1978, 
p. 304). The Theory Z organizat ion forms inc lu s iv e  r e l a t i o n s h i p s  
(84,  1981, p. 52). Pascales s t a te d :
The dilemma fo r  modern Western o rgan iza t ions  is  
t h a t ,  l i k e  i t  or  no t ,  they play a very cen t ra l  ro le  in 
the l iv e s  of many who work for  them. Employees in a l l  
ranks of the  h ierarchy  not only "work" a t  t h e i r  jo bs ,  
but 1) der ive  much of t h e i r  soc ia l  con tac t  th e re ,  and 
2) often l o c a t a  themselves in soc ia l  r e l a t i o n s  ou ts ide
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the  f i rm through t h e i r  a s so c ia t io n  with t h e i r  company 
and assumption (88 ,̂ 1981, pp. 309-310).
Japanese companies provide ex tens iv e  soc ia l  s e rv ice s  f o r  t h e i r
employees. For example, they go so f a r  as to house new employees in
do rm ito r ies .  Much of the  employee's  l i f e  ou ts ide  the  work s e t t i n g
i s  spen t  in company social  c lubs .  The firm s t r i v e s  to b u i ld  s t rong
t i e s  with i t s  employees in th e  b e l i e f  t h a t  workers w i l l  become loyal
to the  company.
To a Japanese worker, his  company i s  not  an op­
p re s so r  but r a t h e r  a source of his income and the 
express ion  of his  place in so c i e ty .  Says Ryutaro 
Nohmur, 57, who owns a t e n t  making firm in Osaka:
"Employees in Japan view t h e i r  company as an ex tension  
of t h e i r  family l i f e .  Indeed many of them equate  the  
importance of  t h e i r  company with t h a t  of  t h e i r  own 
l i f e "  (55,  1981, p. 58).
P r o f i l e  B. P r io r  to  the  l a s t  g r e a t  i n d u s t r i a l  r e v o lu t io n  in 
America, the  ty p ic a l  American r e l i e d  on the neighborhood, church, and 
family to  provide soc ia l  o u t l e t s .  However, with the a d v e n t ,o f  
u rb a n iz a t io n ,  t i e s  to  neighborhoods, churches ,  and f a m i l i e s  were 
s t r a in e d  to  the  po in t  of breaking.  Social  observers p o in t  to  t h i s  
weakening of so c ia l  t i e s  as the  bas ic  cause of in c re as in g  a lcoholism, 
d ivo rce ,  c r ime,  and o ther  symptoms of mental i l l n e s s  plaguing America 
today ( 85 , 1978, p. 305). Most Americans seem to  favor  a work o rgan i­
za t ion  which provides a s so c ia t io n a l  t i e s ,  s t a b i l i t y ,  and job s e c u r i t y .  
They a r e ,  however, r e lu c ta n t  to consider  the  work o rg a n iz a t io n  as a 
v iable  p a r t  o f  t h e i r  social l i f e .  This re luc tance  i s  probably an 
outgrowth of  the  mine and fac to ry  owners' pa te rna l ism  of  the  l a t e  
n ine teen th  cen tury .  Ouchi and Jaeger  be l ieved  we need to  f in d  a 
uniquely American so lu t ion  which allows individual  freedom, while
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using the  work organization to support and encourage the s t a b i l i t y  
of  a sso c ia t io na l  t i e s .
The surp r is ing  f inding was th a t  Japanese companies 
with operations in the United S ta tes  are applying a 
modified form of the  pure Japanese type with some success .
While they do not provide company housing or large  bonuses 
as in Japan, they attempt to c rea te  the same s o r t  of com­
p l e t e  inclusion of the  employees in to  the  company. Super­
v iso rs  are  taught to be aware o f  a l l  aspects of an 
employee's l i f e ;  extra-work social  l i f e  i s  o f ten  connected 
o ther  employees and corporate  values are ad jus ted  to  
r e f l e c t  employee needs as well as p r o f i t  needs, and high 
job secu r i ty  is protected above a l l  e lse .  The American 
employees expressed a l ik in g  f o r  th i s  "atmosphere" or 
"c l im ate ,"  with the managerial s t a f f  in p a r t i c u l a r  noting 
the d i f fe rence  from t h e i r  previous employers (85_, 1978, 
pp. 306-307).
In the  bureaucrat ic  o rgan iza t ion ,  the supe rv iso r  sees the 
subordinate  in a purely ta sk -o r ie n te d  l ig h t  and may consider  i t  
improper to  inquire  in to  his  personal l i f e .  Most bu reaucra t ic  o rgan i­
za t ions  p rac t ice  " p a r t i a l  in c lu s io n" ;  th i s  involves the  understanding 
between employees and employer t h a t  the connection between them i n ­
volves only those a c t i v i t i e s  d i r e c t l y  re la ted  to  the  completion of  a 
s p e c i f i c  job.  American soc ia l  s c i e n t i s t s  argue t h a t  p a r t i a l  in ­
c lus ion  maintains the emotional heal th  of in d iv id u a ls .
When the sample group of  adminis t ra tors  were asked about the 
ro l e  Clark County School D i s t r i c t  played in t h e i r  soc ia l  l i f e ,  only 
f i v e  f e l t  t h a t  the ro le  was a v iable  one. Three of  those ,  who f e l t  
the  d i s t r i c t  did play a v iable  ro le  in t h e i r  soc ia l  l i f e ,  indicated 
t h a t  t h i s  was not a des i rab le  s i t u a t i o n .  They f e l t  t h a t  i f  they 
could, they would t o t a l l y  i s o l a t e  t h e i r  social  and professional  
l i v e s .  Eight of the respondents used the terms " r a r e l y , "  "seldom," 
or "not often" when asked how frequent ly  they met s o c i a l l y  with t h e i r
P;eers. All but one o f  the  respondents f e l t  t h a t  t h i s  small amount of  
so c ia l  c on tac t  was d e s i r a b l e .  P ro fe s s io n a l ly ,  t h e i r  contac ts  were 
more f r e q u e n t .  In many cases ,  the  in terviewees reported  t h a t  they had 
d a i ly  co n tac ts  with peers p ro fe s s io n a l ly .  Those who reported le s s  
than d a i l y  con tac t  ind ic a te d  t h a t  they f e l t  more con tac t  would be 
d e s i r a b l e .  When asked to  in d ic a te  the ideal  gap between so c ia l  con­
t a c t  with  peers ,  a l l  o f  the  respondents ind ica ted  there  was l i t t l e  
need f o r  soc ia l  c o n ta c t .  For the Clark County School D i s t r i c t  admini­
s t r a t o r ,  p ro fes s iona l  c o n tac t  was judged to  be the  most important  of 
the  two. For the  sample group, the  ideal frequency of p rofess ional  
c o n ta c t  varied  from d a i ly  to s ix  times a y ea r .  When asked i f  t h e i r  
p o s i t io n  was e a s i l y  understood and i d e n t i f i a b l e  in i t s  r e l a t i o n s h ip  
to  o th e r  p o s i t io n s  in the  d i s t r i c t ,  a l l  but  one respondent f e l t  t h a t  
i t  was. However, t h i s  seemed to be due to the  flow c h a r t ,  p o l i c i e s ,  
and r e g u la t i o n s  r a t h e r  than to an ove ra l l  understanding of the  
o rg a n iz a t io n .
Management Systems
P r o f i l e  Z. The goal of general systems theory is  to provide 
a v e h ic le  fo r  unders tanding and in te g r a t in g  knowledge from the  many 
s p e c i a l i z e d  f i e l d s  found with in  an o rg an iza t ion .  This assumes the re  
a re  enough common denominators in each s p e c ia l i z e d  segment of the  
o rg a n iz a t io n  to se rve  as unifying p r in c ip le s .  Ludwig Von B e r ta la n f ly  
i s  o f t e n  c re d i te d  with being the  f i r s t  advocate of  th i s  idea and is  
g e n e r a l ly  c re d i te d  with being the " fa th e r"  of  the general systems 
theory  (60,  1976, p. 75). C a r l i s l e  s t a t e d  t h a t  as o rgan iza t ions
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grow in s i z e ,  t h e r e  i s  a g re a te r  need fo r  formal procedures to  co­
o rd ina te  and i n t e g r a t e  a c t i v i t i e s .  S t ruc tu re  deserves cons idera t ion  
as one of the  key f a c t o r s  in any management s i t u a t i o n  (21_, 1973, 
p. 27). D oc toroff ,  in h is  book, S y n e rg is t ic  Management, explained 
the  idea o f  c o n t r iv ed  contro l  as a mechanism used to ensure the 
" r ig h t"  amount o f  s t im u la t io n  with in  the  organ iza t ion .
As a way o f  th in k in g ,  the systems movement i s  of  
g rea t  value to  th e  p ra c t i c in g  a d m in is t ra to r .  An 
ad m in i s t r a to r  given to t h i s  approach wil l  be goal 
o r ien ted ;  w i l l  examine the context  of problem faced 
( e . g . ,  co n s ide r  th e  t o t a l i t y  o f  the  s i t u a t i o n ) ;  w i l l  
be aware of  th e  dynamic i n t e r - r e l a t i o n s  among groups, 
events and id e a s ;  w il l  seek feedback; wil l  examine 
various a l t e r n a t i v e s ;  and wil l  be cognizant  of pos­
s i b l e  long-range  impact (60_, 1976, p. 77).
According to  P a s c a l e s ,  th e  various systems t h a t  a re  employed to  move
information through th e  o rgan iza t ion ,  make d ec is ions ,  and implement
change are  management's most powerful to o ls  fo r  express ing how i t
wants an o rg an iz a t io n  to  work and what i t  wants accomplished ( 88 ,
1981, p. 49). General systems t h e o r i s t s  be l ieve  i t  i s  poss ib le  to
rep re sen t  a l l  forms o f  m at te r  as systems. Other scholars  say t h a t
systems are  not  theo ry  a t  a l l ,  but r e a l l y  methodology which is
empirical  and i n t e r - d i s c i p l i n a r y  (60 ,̂ 1976, p. 83).
Kimbrough expla ined  the system-oriented manager as follows:
The systems o r i e n te d  a d m in is t r a to r ,  although recog­
nizing  the  n e c e s s i t y  fo r  deal ing with the immediate 
r e a l i t i e s ,  approaches events with the  conviction t h a t  
these  a re  general  p r in c ip le s  t h a t  can usual ly  be applied 
to  the  s p e c i f i c  . . . System t h e o r i s t s  s t r e s s  the r e ­
l a t io n s h ip s  between a system and i t s  environment (60,
1976, pp. 112-113).
The most commonly r e f e r r e d - t o  management system, in both 
Theory Z and b u r e a u c r a t i c  o rg a n iz a t io n s , i s  Management By Objectives
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(MBO). According to Campbell, managerial decis ions  o f  a d m in is t ra to rs  
a re  u s e l e s s ,  unless  they are  to implement programs which have grown 
o u t  o f  p re-determined goals (20, 1962, p. 77). Knezevich f e l t  t h i s  
developing of  ope ra t iona l  goals plays a major ro le  in coordina t ing  
personal  goa ls  with o rgan iza t ion a l  goals (6JU 1972, p. 18). At the 
Hewlet t-Packard Corporat ion,  the major philosophy of managing was 
summed up by the  concept of MBO.
MBO is  the  process in which employees a t  a l l  l ev e ls  
in  the  o rg an iz a t io n  make t h e i r  individual  plans to achieve 
company o b je c t iv e s  and goals .  Af ter  rece iv ing  management 
a p p ro v a l ,  each employee i s  given a wide degree of freedom 
to  work w i th in  the  l im i ta t io n s  imposed by these p lans ,  and 
by the  general  corpora te  o b je c t iv e s .  Performance, in 
t u r n ,  should be judged on the bas is  of how well these  
i n d iv i d u a l l y  e s t a b l i s h e d  goals have been achieved (70,
1978, p. 47).
Goal s ta tements  are  used fo r  a c c o u n ta b i l i ty  when evaluat ing  
th e  ta s k s  performed. MBO becomes e sp e c ia l ly  va luable  when several  
people work on the  same p ro je c t .  MBO forces the  managers and 
employees to  agree on d es i red  outcomes and work plans to insure  the 
agreed-upon r e s u l t s .  Goal s ta tements  a lso  provide a means of  evalu­
a t i n g  employee performance fo r  a s p e c i f i c  time frame (7£, 1978, 
p.  73).  Knezevich f e l t  i t  i s  not necessary t h a t  a l l  the  ob jec t iv e s  
o f  an o rg a n iz a t io n  be i d e n t i f i e d  a t  one time. A school may s t a r t  
with  those  problems recognized by t e a ch e rs ,  s t u d e n t s ,  or admini­
s t r a t o r s ,  o r  th e  pressure  produced by the  community, s t a t e  l e g i s l a t u r e ,  
o r  fed e ra l  agencies  (6J^, 1972, p. 18). Hewlett-Packard f e l t  t h a t  
managers b e n e f i t  from employee p a r t i c i p a t i o n  by gaining t h e i r  in ­
creased  commitment and motiva t ion .  They f e l t  b e t t e r - q u a l i t y  decis ions
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r e s u l t  when managers a r e  responsive to  employee sugges t ions ,  
g r ievances ,  and ideas .
The r e s u l t s - o r i e n t e d  managerial appra isa l  could lead 
to a new approach t o  job or po s i t io n  d esc r ip t io n  as wel l .
. . . You d o n ' t  t e l l  a p r inc ipa l  t h a t  his  job is  to  turn 
in c e r t a in  r e p o r t s  on a given schedule ,  supervise  t e a c h e r s ,  
handle d i s c i p l i n e  problems, or take t i c k e t s  a t  a l l  a t h l e t i c  
events. You s p e c i f y  ins tead  pupil lea rn ing  s tandards ,  
teacher  performance and morale l e v e l s ,  and community r e ­
ac t ions  to educa t ion a l  serv ices  ins tead  as matters of 
r e s p o n s i b i l i t y  f o r  the  p r inc ip a l s  (6JU 1972, p. 14).
The assumption i s  t h a t  morale wil l  be higher and p ro d u c t iv i ty  g r e a t e r
when the  ind iv idua l  knows what i s  expected and he has the  a b i l i t y  to
meet those e x p e c ta t io n s .  Hewlett-Packard s t r e s se d  the f a c t  t h a t  MBO
is  a two-way s t r e e t .  Management must be sure t h a t  each ind iv idua l
understands th e  immediate ob jec t ives  as well as corporate  goals and
p o l ic i e s  (70, 1978, p. 41).
Ed Carlson of United A i r l in e s  be l ieves  in v i s i b l e  management 
and a system he c a l l s  MBWA (Management By Walking Around). MBWA 
s t r e s s e s  a hands-on, d i r e c t  p a r t i c i p a t i o n  of managers not long-range 
o rder -g iv ing .  While Carlson pokes fun a t  the e la b o ra te  MBO of  Theory 
Z and the many ideas o f  th e  holders of the degree of Masters of  
Business A d m in is t ra t io n ,  he s t i l l  accepts the f a c t  t h a t  in an suc­
cess fu l  management approach,  the re  i s  a coherent system and an 
underlying log ic  to  t h e  whole (88, 1981, p. 257). Leaders in a 
Theory Z o rg an iza t io n  c a r e f u l l y  design a system fo r :  (1) de f in ing
personal fu n c t io n s ,  (2) a l ign ing  the performance s tandards of each- 
p o s i t io n ,  and (3) developing and implementing methods of measurements.
P r o f i l e  B. The management systems used by educators have 
developed over th e  y e a r s  to  implement, suppor t ,  and monitor the
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i n s t r u c t i o n a l  programs. The system used by most school d i s t r i c t s  i s  
the  c l a s s i c a l  i n d u s t r i a l  p roduc t io n -m i l i ta ry  "1i n e - s t a f f "  model t h a t  
c h a ra c te r i z e s  the  bureaucracy.  Ouchi has found in h is  study of 
American management p r a c t i c e s  t h a t  Management By O b jec t ives ,  program 
planning ,  ev a lu a t io n ,  and c o s t  b e n e f i t  ana lys is  a re  among the basic  
' t o o l s  used as control  mechanisms in American management. Ouchi a lso  
discovered t h a t  every major American company and government bureau 
devotes a g re a t  deal o f  time to  the  se t t in g  o f  s p e c i f i c  and measurable 
performance goals (84,  1981, p. 40).
All twenty o f  the  in terviewees ind ica ted  t h a t  management 
systems a re  a v i t a l  p a r t  of  the  Clark County School D i s t r i c t .
Eighteen o f  the  twenty respondents f e l t  t h a t  d i r e c t l y  or i n d i r e c t l y  
they deal with management systems on a da i ly  b a s i s .  The most com­
monly l i s t e d  systems were Management By O b jec t ives ,  High P r io r i ty  
O b jec t ives ,  and Elements o f  Qual i ty .  Nineteen of  the  twenty i n d i ­
cated t h a t  t h e i r  dec is ion s  were based on o b jec t ive s  e s tab l i sh ed  by a 
sys tem at ic  method. Once aga in ,  they re fe rred  most o f ten  to MBO or 
HPO. Th ir teen  of the in te rv iewees  indicated t h a t  management systems 
are  used as the "bottom l in e "  in decision making. One of  the r e ­
spondents in d ica ted  t h a t  management systems were g u ide l ines  fo r  him; 
however, he f e l t  the  d i s t r i c t  would prefer  t h a t  management systems 
be th e  decid ing  f a c t o r .  The r e s t  of  the  in terv iewees  ind icated  
management systems e s t a b l i s h e d  parameters with in  which managers 
opera te .
I t  was in t h i s  a rea  t h a t  the  Clark County School D i s t r i c t  and 
Theory Z o rgan iza t ions  are  the  most s im i la r .  S im i la r  management
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systems designed to do b a s ica l ly  the  same th ings  a re  apparent  in 
both models of  management. However, where management sys tems.are  
deciding fac to r s  in the bureaucra t ic  o rg a n iz a t io n s ,  they are  merely 
to o ls  used to  help make decisions in the Theory Z o rgan iza t ion .
Basic Philosophy
P ro f i l e  Z. The bedrock of Theory Z companies is  a bas ic
agreed-upon philosophy. I t  is the oppor tun i ty  fo r  the  company to
s t a t e  what i t  i s  and what i t  is not.  This s ta tement  of philosophy
can help an organ iza t ion  to  maintain a sense of uniqueness. A
philosophy should c l e a r ly  s e t  fo r th  the  company's motivating s p i r i t
f o r  a l l  to understand.  Ouchi out l ined what a corpora te  philosophy
must include as fo l lows:
A corporate  philosophy must include 1) the  ob jec t ives  
o f  the o rg an iz a t io n ,  2) the opera t ing procedures of the 
o rgan iza t ion  and 3) the  cons t ra in ts  placed on the o rgan i ­
za t ion  by i t s  soc ia l  and economic environment. I t  thus 
sp e c i f i e s  not only ends,  but a lso  means. In most cases 
these statements wil l  not be complete. In some areas 
the  ends a re  not f u l l y  spec i f ied  while a t  o th e r  times the 
means are  incomplete (84, 1981, p. 134).
When goals are  too ambiguous, "to help these  kids learn  as much as
poss ib le  in the  sho r t  time they are  with u s ,"  problems emerge when
s p e c i f i c  issues a r i s e  and the general ized goal provides no help in
making choices (5(1, 1979, pp. 124-125). I t  i s  e s s e n t ia l  t h a t  the
philosophy s p e e d y  the desired  ob jec t ives  and a means to  reach the
goals as wel l .  - complete statement of philosophy builds  in the
s u b t l e  and the  complex, so those elements r e g u la r ly  come to  the
a t t e n t i o n  of managers and employees (84_, 1981, p. 137). A philosophy
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provides a s ta tem ent  o f  responses to problems, expla ins  why c e r t a in  
behavior w i l l  be rewarded, and accounts fo r  the  company image. Ouchi 
f e l t  t h a t  a complete s ta tem en t  of philosophy wil l  be w r i t te n  in a 
general manner which provides each employee and manager with guidance. 
The philosophy i s  of  l i t t l e  value i f  i t  i s  not expressed in the 
everyday ope ra t ions  o f  the  company. The philosophy can replace  
bureaucra t ic  methods o f  giving orders  and c lo se ly  supervis ing  
workers, thus lead ing  to  both increased p ro du c t iv i ty  and suppor t ive  
r e l a t io n s h ip s  a t  work (84,  1981, p. 132).
For the  non-managerial employee, a c l e a r ,  widely- 
d i s t r i b u t e d  s ta tem en t  of philosophy serves as a pro­
t e c t i o n .  Each employee wil l  understand the company 
philosophy as i t  r e l a t e s  to employee r ig h t s  and to 
employee p a r t i c i p a t i o n  in decis ion making. A foreman 
who abuses those  r i g h t s  or who f a i l s  to involve 
employees in d e c i s io n  making cannot claim to be doing 
what he or she was to ld  or what i s  normal elsewhere in 
the  company (84 ,  1981, p. 142).
Hanson f e l t  t h e  p o ten t ia l  fo r  c o n f l i c t  always e x i s t s  in  the  
o rgan iza t ion ;  t h e r e f o r e ,  i t  i s  imperative th a t  a process be worked 
out t h a t  insu res  a r e l a t i v e l y  c le a r  understanding by a l l  in the 
o rgan iza t ion  as t o  what must be done and when i t  must be done (50, 
1979, p. 124). As dependent as Theory Z companies are  on long-range 
planning, a b a s ic  philosophy fo r  a l l  to  understand and w ith in  which 
to operate  i s  of  th e  utmost importance. All employees need to  be 
aware o f  accep tab le  g o a ls .
P r o f i l e  B. The Clark County School D i s t r i c t  has attempted to  
s t a t e  an ove ra l l  phi losophy in the pol icy  s ta tement quoted below:
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STATEMENT OF EDUCATIONAL PRINCIPLES
I .  The Board of  School Trustees of the  Clark County 
School D i s t r i c t  recognizes t h a t  i t  has r e s p o n s i ­
b i l i t y  f o r  educating a l l  s tudents  in the D i s t r i c t  
r e g a r d le s s  of a b i l i t y ,  r ac e ,  c o lo r ,  r e l i g io n ,  
n a t i o n a l i t y ,  or sex. The Board a lso  recognizes 
t h a t  the  home is  the most important f a c to r  in 
shaping the  p e rso n a l i ty ,  h e a l th ,  and c h a rac te r  of  
s tuden ts  and i t  t o t a l l y  supports  a w e l l -ad ju s ted  
and s t a b l e  home l i f e .  I t  t h e re fo re  accepts the  
r e s p o n s i b i l i t y  of sharing with the  home the  task  
of  developing the h ighes t  s tandards of  achievement 
and moral conduct in our s tu d en ts .
I I .  The Board o f  School Trustees of t h i s  D i s t r i c t  
b e l iev es  the  most important educational  task  
ass igned t o  the  school i s  t h a t  of maximum 
i n t e l l e c t u a l  development of s tud e n ts ,  including 
the  development soc ie ty .  Therefore ,  th i s  D i s t r i c t  
w i l l  concen tra te  i t s  resources on developing an 
educa t iona l  program to  discharge t h i s  most 
important  r e s p o n s ib i l i t y  (91_, 1982).
The d i s t r i c t  a l s o  dea ls  with the problem of  d isc r im ina t ion  in two
s ta tem ents  o f  po l icy  based on philosophy. The f i r s t  s ta tem ent  i s :
AFFIRMATIVE ACTION PROGRAM FOR SCHOOL AND 
CLASSROOM PRACTICES
The Board of  School Trustees sha l l  provide a l l  s tuden ts  
in  the  Clark County School D i s t r i c t  an equal oppor tuni ty  
to  achieve  t h e i r  maximum p o ten t ia l  through the  programs 
o f f e re d  in D i s t r i c t  schools, rega rd less  of race ,  c o lo r ,  
age ,  c reed ,  r e l i g i o n ,  sex, na tional  o r ig in ,  handicap or 
m ar i ta l  o r  p a ren ta l  s t a tu s .
The second s ta tem en t  i s :
NONDISCRIMINATION IN EMPLOYMENT
The Board of School Trustees of the Clark County School 
D i s t r i c t  i s  an equal opportunity  employer and wil l  not 
knowingly d i sc r im in a te  in any area  of  employment 
p r a c t i c e s ,  inc lud ing  r e c ru i t in g  and h i r in g ,  a g a in s t  any 
United S t a te s  c i t i z e n  or legal  a l i e n  on the bas is  of 
r a c e ,  c o lo r ,  c reed ,  r e l i g io n ,  sex ,  age, marita l  s t a t u s ,  
n a t io n a l  or  e th n ic  o r ig in ,  or physical  handicap. This 
sh a l l  extend to  working condit ions  of employment (91, 
1982).
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While s ix teen  of the twenty interviewees f e l t  the re  were 
assumptions t h a t  could be made about responses to  problems and 
d e c i s io n s ,  e ighteen f e l t  i t  was not due to  an o v e r - r id in g  philosophy, 
but to  an understanding of  the ru le s  and reg u la t io ns  in the  Clark 
County School D i s t r i c t  Regulations and Po l ic ie s  Manual. Twelve of 
the in terviewees went so f a r  as to  in d ica te  the re  was no philosophy 
s t a t e d ,  and a l l  of  them ind ica ted  t h a t  i f  there  was a philosophy, i t  
had l i t t l e  to  do with t h e i r  day-to-day opera t ion .  There appeared to 
be no o ve r - r id ing  philosophy guiding the Clark County School D i s t r i c t .  
The po l icy  and regu la t ions  manual appeared to  f i l l  t h i s  ro le  fo r  the 
Clark County School D i s t r i c t .
Summary
Chapter 4 has provided the  cu rren t  p r o f i l e s  of  the  two ap­
proaches to  i n s t i t u t i o n a l  management with which t h i s  study was con­
cerned. P r o f i l e  Z d e a l t  with the Japanese model, and P r o f i l e  B 
t r e a te d  the  bureaucra t ic  approach found in a t y p i c a l ,  la rge  public  
school system. Because of basic  components common to  the  de sc r ip t io n  
of  e ig h t  s e le c te d  c h a r a c t e r i s t i c s  o f  the  cu rren t  "Z" model, a 
d e sc r ip t io n  of  "what is"  in each category was provided.
In Chapter 5, a repor t  of  the f indings i s  made. Futher ,  
based on the f in d ing s ,  the  r e s u l t s  are  reported in r e l a t i o n  to the 
e igh t  sub-hypotheses and the main hypothesis .  Chapter 5 concludes 
with a s e r i e s  o f  conclusions drawn from the f ind ings  and a c o l l e c t io n  
of recommendations f o r  f u r th e r  study.
C h ap ter  5
SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS 
In t roduct i  on
Chapter 5 p resen ts  a summary of  the  f ind ings  in Chapter 4 and 
r ep o r t s  the  conclusions drawn from those f in d in g s .  Recommendations 
w i l l  be made about poss ib le  fu tu re  s tu d ie s  in the  area  of adapting 
Theory Z management to  the public  school s e t t i n g .
An Overview of the  Study
The Problem and Purpose of the  Study
An overview of  managerial growth in American education was 
developed through an ex tens ive  review of  r e l a t e d  l i t e r a t u r e .  Based 
on the read ings ,  a number of issues became apparent:  (1) Business
management has been a growing organic  m at te r ;  (2) publ ic  schools 
have o f ten  emulated or adapted fea tu res  o f  various business management 
s t y l e s  t o  th e  public  schools ;  and (3) the  l a t e s t  innovation in 
p r iv a te  management i s  Theory Z, William Ouchi 's  adap ta t ion  of 
Japanese management p r in c ip le s  to American in d u s t ry .  With these 
th re e  proposi t ions  in mind, two major ques t ions  a rose :  F i r s t ,  i s
i t  p o ss ib le  to incorpora te  Theory Z p r in c ip le s  in to  the  da i ly  
opera t ion  o f  the public  school? And second, assuming attempts are  
made to  implement some or a l l  of the  p r in c ip le s  o f  Theory Z in to  the  
publ ic  schools ,  what f a c i l i t a t o r s  and b a r r i e r s  a re  the  adaptors
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l ik e ly  to  encounter  in making the t r a n s i t i o n  from cu rren t  management 
p rac t ices  to  p r a c t i c e s  based on a Theory Z model? In an at tempt to 
answer these  two q u e s t io n s ,  i t  was hypothesized the adaptors would 
encounter more b a r r i e r s  than f a c i l i t a t o r s .  Eight  s p e c i f i c  sub­
hypotheses were s e le c te d  fo r  study.
Given the  problem, i t  was the purpose of  t h i s  study to seek 
to  id e n t i fy  the  na tu re  of  f a c i l i t a t o r s  and b a r r i e r s  to the  imple­
mentation of  Theory Z management in to  the  publ ic  school s e t t i n g  by 
means of a comparat ive ana lys is  of s e le c te d  c h a r a c t e r i s t i c s  of Theory 
Z and se lec te d  c h a r a c t e r i s t i c s  of the  bureaucracy as i t  e x i s t s  in a 
r e p re se n ta t iv e  school system in t h i s  country.
The Theory Z p r o f i l e  was b u i l t  from c u r re n t  l i t e r a t u r e  
dealing with Theory Z and business ad m in is t r a t io n .  The b u rea u c ra t ic  
management p r o f i l e  was developed from: (1) Current  l i t e r a t u r e  on
the  bureaucracy,  (2) ques t ionna ire s  and personal  interviews with 
members o f  the  Clark County School D i s t r i c t  adm in is t r a t io n ,  and (3) 
a review of  p o l icy  manuals, regu la t ions  in fo rc e ,  and the d a i ly  
opera t ing procedures of  the  Clark County School D i s t r i c t .  The s teps  
involved in  t h i s  study were as follows:
1. There was an ex tens ive  review of  l i t e r a t u r e  to o u t l i n e  the 
h i s to r i c a l  development o f  ad m in is t ra t ive  theory in America. This 
review was used to  e s t a b l i s h  the  f a c t  t h a t  public  school management 
has r e l i e d  on general  management theory as a bas is  of opera t ion .
2. From th e  l i t e r a t u r e ,  i t  was e s ta b l i s h e d  th a t  publ ic  school 
management i s  most o f ten  bu reaucra t ic  in na ture  and seems to  have 
l i t t l e  in common with  proposed Theory Z management.
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3. To provide a basis  fo r  comparison, the  Clark County School 
D i s t r i c t  was used as an example o f  an educational  system where: (a) 
business models of management have been borrowed, and (b) where 
bu reau c ra t ic  c h a r a c t e r i s t i c s  are  in evidence.
4. Through the use of q u e s t io n n a i re s ,  personal in te rv ie w s ,  and 
an examination of policy and regu la t ions  as well as c u r r e n t  opera t ing 
procedures ,  an attempt was made to determine what a c t u a l l y  takes 
place in the  Clark County School D i s t r i c t  in r e l a t i o n s h i p  to the  e igh t  
s e lec te d  c h a r a c t e r i s t i c s  of Theory Z.
5. From th i s  comparison, conclusions about each o f  the  e ig h t  
sub-hypotheses were drawn for  p resen ta t ion  in Chapter 5. Following 
from these  conclusions ,  answers were provided to th e  two cen t ra l  
ques t ions :  (a) Is i t  poss ib le  to  incorpora te  Theory Z p r in c ip le s
in to  the  d a i ly  opera t ion of the  publ ic  school? and (b) Assuming a t ­
tempts w i l l  be made to  implement some or a l l  po r t ions  o f  Theory Z 
management in to  the public  school s e t t i n g ,  what f a c i l i t a t o r s  and 
b a r r i e r s  a re  the  adaptors l i k l e y  to  encounter in making the t r a n s i t i o n  
from c u r re n t  management p ra c t ic e s  in the public  school? By de­
veloping a d esc r ip t ion  of cu rren t  p r a c t i c e  in each o f  the e ig h t  sub­
hypotheses,  a conclusion could be drawn regarding the  bas ic  hypothes is ,  
t h a t  i s ,  i t  could be determined whether or not a t tempts  to  incorpora te  
Theory Z p r in c ip le s  in to  public  school management would encounter
more b a r r i e r s  than f a c i l i t a t o r s .
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Summary o f  the  Findings
Since the  tu rn  of  th e  century ,  American publ ic  school admini­
s t r a t o r s  have adapted general  business management p ra c t ic e s  to  the  
publ ic  school s e t t i n g .  Chapter 2 represented an ex tens ive  review of 
business and school management developed from 1900-1981. Kimbrough, 
in h is  1976 book, Educational  Adm in is t ra t ion , s t a te d  t h a t  "many o f  
the  concepts r e l e v a n t  t o  the  p ra c t ic e  of educational  admin is t ra t ion  
had t h e i r  o r ig in s  in th e  f i e l d  of business adm in is t ra t io n "  (6(3, 1976, 
p. 45). Sergiovanni agreed with Kimbrough. He f e l t ,  however, t h a t  
business a d m in is t r a t io n  i s  only one of many f i e l d s  from which publ ic  
school adm in is t ra t ion  borrows. Chapter 2 of  t h i s  study t raced  the  
growth of  both bus iness  management and management of the  public  
school through th ree  major e ra s :  the  T rad i t iona l  Era 1900-1930, the  
T ra n s i t io n a l  Era 1930-1960, and the  Present  Era 1960-1980, with c o r ­
r e l a t i o n s  shown throughout .  From th is  review of  the  adapta t ion  of 
business a d m in is t r a t io n  p r in c ip le s  to  public  school a d m in is t r a t io n ,  
i t  was concluded t h a t  a t rend  ex is ted  and the  p ra c t i c e  of borrowing 
business management p r i n c i p l e s  would continue.
The w r i t e r  analyzed the  Clark County School D i s t r i c t  as a 
bureaucracy. Five s e l e c t e d  fe a tu re s  of the  bureaucracy,  as ou t l in ed  
by Hanson in his  book, Educational Adminis trat ion and Organizational  
Behavior , were used: (1)  H ie rarch ica l  S t r u c tu r e ,  (2) Division of
Labor, (3) Control by Rules , (4) Impersonal R e la t io ns ,  and (5)
Career O r ien ta t io n .  The a n a ly s i s  of  the Clark County School D i s t r i c t  
po l icy  manuals, r u l e s ,  r e g u la t io n s  and procedures in terms of these
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f ive  f ac to rs  s u b s t a n t i a t e d  the  b u rea u c ra t ic  na ture  of the  Clark 
County School D i s t r i c t .
Having e s t a b l i s h e d  th a t  h i s t o r i c a l l y  publ ic  school management 
has adapted bus iness  management p r i c i p l e s  to t h e i r  mode of  o p e ra t io n ,  
and th a t  the Clark County School D i s t r i c t  i s  s u f f i c i e n t l y  bureau­
c r a t i c  in n a tu re  to  pe rm it  comparison, the  study moved to  seek 
answers to th e  two primary quest ions and to  prove or d isprove one 
major hypothes is .  The f i r s t  question was: " Is  i t  poss ib le  to i n ­
corporate  s e l e c t e d  Theory Z p r in c ip le s  in to  the  public  school?" The 
second quest ion  was: "What b a r r i e r s  and f a c i l i t a t o r s  a re  the
adaptors l i k l e y  to  encounter  in a ttempting to incorpora te  se le c te d  
Theory Z p r i n c i p l e s  i n t o  the  public  school?" To complete t h i s  t a s k ,  
p r in c ip le s  o f  Theory Z t h a t  might be adaptable  to  the pub l ic  school 
s e t t i n g  were i d e n t i f i e d  and compared with p resen t  p ra c t ic e s  in a 
re p re se n ta t iv e  urban school s e t t i n g .  The e ig h t  Theory Z c h a ra c te r -  
s i t i c s  s e lec te d  fo r  s tudy  were: (1) Long-term Employment, (2)
Rela t ive ly  Slow Evaluat ion  and Promotion, (3) Wandering Career  Pa ths ,  
(4) Im p l ic i t  and E x p l i c i t  Control ,  (5) C o l le c t iv e  Decision Making 
and Individual  R e s p o n s ib i l i t y ,  (6) Wholism, (7) Management Systems, 
and (8) an Over- r id ing  Agreed-upon Philosophy.
Based on the  p r o f i l e s  developed in each of  the  e ig h t  
ca teg o r ie s ,  th e  fo l low ing  f in d in g s ,  conc lus ions ,  and recommendations 
are provided.
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Findings
1. Long-term employment of school personnel i s  n e i t h e r  a 
concern nor a c o n s id e ra t io n  of cu rren t  school management. I t  was found 
t h a t  the  average a d m in i s t r a to r  has served eighteen years  in various 
p o s i t io n s  in  th e  Clark County School D i s t r i c t  and has been an admini­
s t r a t o r  f o r  over e leven y e a rs .  Both of  these  f igu res  meet the 
requirement  s e t  f o r  long-term employment in a Theory Z o rg an iza t ion .  
However, i t  was a lso  found th a t  t h i s  longevi ty  was not due to an 
o v e r t  concern f o r  long-term employment on the p a r t  of  the  Clark County 
School D i s t r i c t  but  r a t h e r  to  b u reaucra t ic  b e n e f i t s  of  vested 
r e t i r e m e n t ,  com pe t i t ive  s a la ry  schedules ,  and f a i r l y  rapid promotion, 
a l l  of  which a re  a n t i t h e t i c a l  to a Theory Z model. The sample group 
in te rv iewed f e l t  the  Clark County School D i s t r i c t  did nothing to 
o v e r t l y  encourage them to  make a ca ree r  with the  Clark County School 
D i s t r i c t .  This hypothes is  was supported. Fur ther ,  the  lack of 
concern might prove t o  be a b a r r i e r  to  i n s t i t u t i n g  a program o f  ove r t  
e f f o r t  to  encourage young adm in is t ra to rs  to  work in the Clark County 
School D i s t r i c t .
2. R e la t iv e ly  slow evaluat ion and promotion are  not 
c h a r a c t e r i s t i c  o f  p u b l ic  school management. I t  was found t h a t  s t a t e  
law (NRS 391.3125) r e q u i r e s  y ear ly  evaluat ion  of  po s t -p roba t ionary  
employees and e v a lu a t io n  four times a year  fo r  probationary employees. 
This  law was w r i t t e n  in to  policy and reg u la t io n s  with in  the  Clark 
County School D i s t r i c t .  Those adm in is t ra to rs  interviewed ind ica ted  
t h e  Clark County School D i s t r i c t  was in compliance with the  Nevada
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Revised S t a tu t e s  t h a t  requ i re  f requen t  eva lu a t io n .  The respondents 
i n d ic a t e d  t h a t  more f requen t  evaluat ion would be more d e s i r a b l e  than 
l e s s  e v a lu a t io n .  Only two respondents f e l t  a g r e a te r  time span 
between e v a lu a t io n  would be d e s i ra b le .  The s t a t e  law on eva lua t ion  
and p re s e n t  a d m in i s t r a t iv e  a t t i t u d e  toward eva lua t ion  could be 
b a r r i e r s  to  in co rp o ra t in g  a process of long-term eva lua t ion  in to  the 
p u b l ic  school s e t t i n g .
There i s  no s e t  pa t te rn  of  promotion within  the Clark County 
School D i s t r i c t ;  however, promotion has been f a i r l y  rap id .  In r e ­
viewing the  promotional p a t te rn  o f  the  in te rv iew ees ,  i t  was not 
unusual f o r  them to be promoted a f t e r  having served only one or two 
y e a rs  in a p o s i t io n .  The average time between promotions was 4.3 
y e a r s ,  and t h i s  i s  under the  d e f in i t i o n  o f  slow promotion as a 
c h a r a c t e r i s t i c  of Theory Z o rgan iza t ions .  All but one o f  the  r e ­
spondents  f e l t  the  d i s t r i c t s '  promotion po l icy  was "about the way i t  
should b e ,"  and they a l s o  ind ica ted  th a t  had they not been promoted 
as r a p i d l y ,  they would have looked elsewhere fo r  an a d m in is t r a t iv e  
o p p o r tu n i ty .  This sub-hypothesis  was supported by the  f ind ings  of 
t h e  s tu d y .  The a t t i t u d e  of  the sample a d m in i s t r a to r s ,  the d i s t r i c t  
as an o p e ra t io n a l  e n t i t y ,  as well as cu r re n t  eva lua t ion  and pro­
motional process  w i l l  a c t  as b a r r i e r s  to the  incorpora t ion  of these  
Theory Z c h a r a c t e r i s t i c s  in to  the  public  school s e t t i n g .  This two- 
p a r t  su b -h y p o th e s i s ,  slow evaluat ion  and promotion, was a lso  found 
t o  be a b a r r i e r  due to  cu rren t  s t a t e  law.
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3. Career paths do not tend to  wander in the publ ic  school
s e t t i n g . When the career  paths of  the  sample group were reviewed, 
only two o f  the  twenty showed even l im i ted  hor izontal  movement within  
the  o rg an iza t io n .  Thirteen of those  interviewed f e l t  th e re  was value 
to  be had from horizontal  movement; however, they a lso  in d ica ted  i t  
was secondary to v e r t i c a l  movement w ith in  the  h ierarchy .  There did 
seem to be a general upward m ob i l i ty .  The f indings  of t h i s  study 
supported t h i s  hypothesis . This lack of  wandering c a ree r  paths and 
extreme value put on v e r t i ca l  movement by curren t  Clark County School 
D i s t r i c t  would a c t  as b a r r i e r s  to incorpora t ing  t h i s  f a c e t  of  Theory 
Z management.
4. Im p l ic i t  and e x p l i c i t  con tro ls  are  in evidence in t h e 
public  school management s e t t i n g ,  although e x p l i c i t  con tro l s  dominate. 
The o rgan iza t iona l  s t ru c tu re  of the  Clark County School D i s t r i c t  in 
i t s e l f  i s  an e x p l i c i t  control f a c t o r .  The policy manual e x p l i c i t l y  
o u t l in e s  the  l in e s  o f  control with in  the  o rgan iza t ion .  Many of  the 
interviewees ind ica ted  th a t  ru les  and regu la t ions  s e t  parameters fo r  
decis ion making, and they were emphatic as to the  need f o r  these  
e x p l i c i t  c o n t ro l s .  The majority  of those sampled a lso  f e l t  e x p l i c i t  
f ac to r s  were the  most important reason why t h e i r  subord ina tes  followed 
d i r e c t io n s  and orders issued to  them. Nearly a l l  o f  the  respondents 
f e l t  both they and t h e i r  subordinates  had a commitment to  the  edu­
cat iona l  p rofess ion  th a t  could expla in  some of t h e i r  w i l l in g n e ss  to 
comply with d i r e c t io n s  from su p e r io r s .  Findings of  the  s tudy sub­
s t a n t i a t e d  t h i s  hypothesis , and while there  are  some i m p l i c i t  co n tro ls
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in the  Clark County School D i s t r i c t ,  i t  i s  not the  balance acceptable  
to a Theory Z p r a c t i t i o n e r .  The d i s t r i c t ' s  r e l i a n c e  on s p e c i f i c  
control f a c to r s  would prove a b a r r i e r  to  the  incorpora t ion  o f  the 
i m p l i c i t / e x p l i c i t  balance e s s e n t i a l  to a Theory Z o rg an iz a t io n .
5. C o l le c t iv e  decis ion  making and individual  r e s p o n s i b i l i t y  
are not  f a c e t s  o f  pub l ic  school management. I t  was found t h a t  while 
c o l l e c t iv e  dec is ion  making was not  h ighly  developed in the  Clark 
County School D i s t r i c t ,  ind iv idua l  r e s p o n s i b i l i t y  was highly  pr ized.  
While the  sample group spoke o f ten  about consu l t ing  o the rs  and the 
need to  be consu l ted  before  dec is ions  were made, only one respondent 
ind ica ted  t h a t  t r u e  c o l l e c t i v e  dec is ion  making was d e s i r a b l e .  Only 
s ix  respondents f e l t  dec is ions  made c o l l e c t iv e ly  were the  bes t  
d ec is ions ;  f iv e  f e l t  i t  depended on the  decis ion .  Nine of  the  r e ­
spondents openly s t a t e d  t h a t  d ec is ions  were bes t  made by a s in g le  
ind iv id ua l .  All twenty respondents f e l t  i t  was imperat ive  t h a t  one 
person be the  re sp o n s ib le  pa r ty  fo r  any group a c t i v i t y  w ith in  the  
o rgan iza t ion .  The f ind ings  of  t h i s  study s u b s ta n t ia t e d  the  f i r s t  
par t  o f  t h i s  hypo thes is :  c o l l e c t i v e  decis ion  making i s  not  a f a c e t
of management in the  Clark County School D i s t r i c t .  The lack of  
understanding o f  the  c o l l e c t i v e  decision-making process would ac t  as 
a b a r r i e r  to  in co rp o ra t ing  t h i s  f a c e t  o f  Theory Z management in to  a 
b u reaucra t ic  o rg a n iz a t io n .  The second p a r t  of t h i s  hypothesis  was 
disproved by th e  f ind ings  of t h i s  s tudy.  Indeed, a g re a t  deal of 
value i s  placed on ind iv idua l  r e s p o n s i b i l i t y  within  the  o rgan iza t ion .  
This dependence on ind iv idua l  r e s p o n s i b i l i t y  would a c t  as a
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f a c i l i t a t o r  in in co rp o ra t ing  Theory Z management in to  the  public  
school s e t t i n g .
6. The publ ic  school i s  not w ho! is t ic  in n a tu r e . There are 
two f a c e t s  to  wholism: (a) the  ove ra l l  ro le  of th e  d i s t r i c t  in the
l i f e  of th e  employee ( s o c i a l ) ,  and (b) the ro le  of the  employee 
with in  the o rgan iza t ion  as a whole (p r o f e s s io n a l ) .  Only f i v e  o f  those 
sampled f e l t  t h a t  the  d i s t r i c t  played a v iable  ro l e  in t h e i r  socia l  
l i f e ;  th r e e  of those  f e l t  i t  was an undesirable  r o l e .  The terms most 
o f ten  used to  d esc r ibe  soc ia l  con tac t  with peers was "seldom," and 
most f e l t  t h i s  lack  o f  co n ta c t  was d e s i r a b le .  P r o f e s s io n a l ly ,  con­
t a c t  was f r e q u e n t ,  and most respondents  f e l t  t h a t  i t  was about the 
way i t  should be. They a lso  in d ica ted  th a t  they understood and were 
able  to  i d e n t i f y  t h e i r  p o s i t io n  w i th in  the Clark County School 
D i s t r i c t .  There was an in d ic a t io n  of a f a i r l y  easy and f requen t  
c ross ing  o f  departmental l i n e s  t h a t  circumvented the  standard s c a la r  
p r in c ip le s  o f  th e  bureaucracy.  The interviewees did i n d ic a te  t h a t  
the  d i s t r i c t  valued an ove ra l l  knowledge of the  d i s t r i c t  as a face t  
of promotion w ith in  the  d i s t r i c t .  This required a cons idera t ion  of 
th ree  s e p a ra te  f a c e t s  o f  t h i s  hypothes is :  (a) the  ro le  o f  the
d i s t r i c t  in  the  soc ia l  l i f e  of the  employee would suggest  t h a t  
wholism, as p ra c t ic e d  in a Theory Z o rg an iza t io n ,  i s  not a f a c e t  of 
the  Clark County School D i s t r i c t  and f u r t h e r ,  t h e re  i s  l i t t l e  support  
fo r  th e  d i s t r i c t  becoming a p a r t  of  t h e i r  soc ia l  l i f e ;  (b) pro­
f e s s i o n a l l y ,  th e re  seems to '  be a g r e a t  deal o f  formal con tac t  
between th e  various  p o s i t io n s  in the  Clark County School D i s t r i c t ;
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and (c) there  seems to  be a g rea t  deal of  informal c o n ta c t s ,  ou ts ide  
t h e  bureaucra t ic  s t r u c t u r e ,  between the various segmented departments 
o f  the  Clark County School D i s t r i c t .  Items two and th ree  would be 
f a c i l i t a t o r s  in the adapta t ion  of Theory Z p r in c ip le s  to the publ ic  
school management s e t t i n g .  This th e o re t i c a l  sub-hypothesis  was 
proven and, given the importance a t tached to  wholism in Theory Z 
o rg an iz a t io n ,  the lack of i n t e r e s t  in the  soc ia l  dimension would ac t  
as a b a r r i e r  to the incorpora t ion  of Theory Z management in to  the 
publ ic  school s e t t i n g .
7. Management systems are  not in place in the  public school 
management schemes. Numerous management schemes a re  in e f f e c t  in the  
Clark County School D i s t r i c t ,  and these include math-management, a 
language a r t s  management program, and a reading management system.
The eva lua t ion  program of the  Clark County School D i s t r i c t  i s  a 
management system based on the  Elements o f  Quali ty  (see  Appendix D). 
The ove r- r id ing  management system is  Management By Objectives (MBO). 
Some respondents,  on the  elementary l e v e l ,  a lso  used the management 
system labeled High P r i o r i t y  Object ives (HPO). While t h i r t e e n  of 
the  respondents ind ica ted  t h a t  management systems were the "bottom 
l in e "  in  t h e i r  decision-making process ,  t h i s  i s  not  the use made of  
management systems in the Theory Z o rgan iza t ion .  This hypothesis 
was not proven, as the re  are  a profusion of management systems in 
th e  Clark County School D i s t r i c t .  The f a c t  t h a t  both the  bureau­
cracy and Theory Z f ind  management systems compatible to t h e i r
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o r g a n iz a t io n a l  s i t u a t i o n  would make th i s  a f a c i l i t a t o r  to  the 
in t r o d u c t io n  of Theory Z in to  public  school a d m in is t r a t io n .
8. A bas ic  agreed-upon philosophy i s  not  the  guiding 
p r i n c i p l e  f o r  pub l ic  school management. The Clark County School 
D i s t r i c t  Board o f  T rus tees  attempted to s t a t e  an ove ra l l  philosophy 
in  an opening comment in  the  Regulations and Policy Manual under the 
heading o f  "Statement of  Educational P r in c ip l e s . "  They d e a l t  p h i lo ­
s o p h ic a l ly  with d i sc r im in a t io n  in two sta tements  e n t i t l e d ,  "Af­
f i r m a t i v e  Action Program fo r  School and Classroom P rac t ice s"  and 
"Nondiscriminat ion in Employment." But th e re  appears to  be no rea l  
o v e r - r id in g  philosophy s t a t e d .  The majori ty  of  the  interviewees 
f e l t  t h e r e  were assumptions t h a t  could be made about responses to 
problems; however, they f e l t  i t  was due to  an understanding of the  
r u l e s  and re g u la t io n s  not  due to  an o v e r - r id in g  philosophy. Most of  
t h e  in te rv iew ees  went so f a r  as to ind ic a te  t h a t  th e re  was no p h i lo ­
sophy s t a t e d ,  and they  a l l  ind ica ted  t h a t  i f  the re  was a s ta ted  
ph i losophy ,  i t  did not  a f f e c t  t h e i r  da i ly  o p e ra t io n s .  Respondents 
did  n o t  in d ic a t e  a d i s l i k e  f o r  an ove r- r id ing  philosophy; they were 
merely ambivalent  on t h e  i s su e .  While the  a n a ly s i s  o f  a v a i lab le  
in fo rm at ion  on the Clark County School D i s t r i c t  supported the 
h y p o th e s i s ,  t h i s  s tudy f a i l e d  to  d iscover anything t h a t  would i n d i ­
c a t e  the  m at te r  of an agreed - to  philosophy would be e i t h e r  a 
b a r r i e r  or f a c i l i t a t o r  to  adapting Theory Z management to public  
school management. This hypothesis  proved to be t ru e  of  the  Clark 
County School D i s t r i c t .
A f in a l  e f f o r t  to  id e n t i fy  b a r r i e r s  and f a c i l i t a t o r s  in the  
cu r re n t  p rac t ices  of  the  public  school management s e t t i n g  led to  the  
use o f  a survey instrument to  determine a t t i t u d e s  deal ing with 
various aspects  of the  p e rso n a l i ty  and values of  the  Clark County 
School D i s t r i c t  ad m in is t r a to r  (see Appendix C). There were four major 
areas of  management surveyed: (1) Locus of  C o n t ro l ; (2) Tolerance
Level ; (3) Motivat ion: (a) Achievement Needs, (b) Belonging Needs,
(c)  Power Needs; and (4) Leadership Behavior.
1. Locus of Control
None of the respondents were in e i t h e r  o f  the  two extremes of  
inward or  outward d i r e c te d n e s s . The group was almost equal ly  divided 
between moderately inward-direc ted  and moderately ou tward-d irec ted .
A person who is  inward-direc ted  wil l  f ind  i t  d i f f i c u l t  to  adapt to 
Theory Z management with i t s  emphases on coopera t ive  and c o l l e c t i v e  
e f f o r t .  Those who are  outwardly d i rec ted  w i l l  f in d  the  c o l l e c t iv e  
a c t i v i t y  o f  Theory Z d e s i r a b l e .  With near ly  h a l f  of  the  respondents  
in the  inwardly motivated group, t h i s  would be a b a r r i e r  to  the i n ­
corpora t ion  o f  Theory Z management in to  the  publ ic  school s e t t i n g .
2. Tolerance Assessment
This survey measured open-mindedness on the  p a r t  of  the 
ind iv idua l  adm in is t ra to r  or prospect ive  a d m in is t r a to r  in the  Clark 
County School D i s t r i c t .  Two-thirds of the  respondents proved to be 
close-minded to change according to  th i s  survey ins t rument .  Close­
mindedness could be a b a r r i e r  to  th e  incorpora t ion  of  Theory Z in to  
publ ic  school management.
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3. Motivational Analysis
T ra i t  A: Achievement. Only e ig h t  of  the  respondents '
achievement n e e : :  f e l l  in an area judged conducive to Theory Z 
management. These e ig h t  would be open to  feedback and tend to  be 
good a t  c a lcu la t in g  how much give-and-take a s i t u a t i o n  would t o l e r a t e .
T r a i t  B: Belonging. Present  and prospect ive  adm in is t ra to rs
ind ica ted  t h e i r  need f o r  belonging was not s a t i s f i e d  within  the  Clark 
County School D i s t r i c t .  Twenty-four of  the  t h i r t y - n i n e  respondents 
f e l t  t h e i r  ideal job would not be a means of  s a t i s f y in g  t h i s  need.
T r a i t  C: Power. Those who scored twenty or le s s  on the
power sca le  would most l i k e ly  be able to  adapt to  a Theory Z l e a d e r ­
ship r o le .  Only seven of the  respondents f e l t  t h e i r  p resen t  job 
allowed them to operate  in th i s  realm, and none f e l t  t h i s  would be 
an ideal  power base from which to ope ra te .  The r e s u l t s  of  t h i s  p a r t  
of  the  a t t i t u d i n a l  survey f u r th e r  supported the  contention t h a t  the  
motivational  needs of  the  cu rren t  and p rospec t ive  leadersh ip  o f  the 
Clark County School D i s t r i c t  are not conducive to  the  incorpora t ion  
o f  Theory Z in to  the  adm in is t ra t ion  of  the  Clark County School 
D i s t r i c t .
4. Leadership Behavior
In a survey designed to measure r e l a t i v e  concern fo r  people 
versus t a s k s ,  using a n ine-po in t  s c a l e ,  the  Clark County School 
D i s t r i c t  adm in is t ra to r  and prosepct ive a d m in is t r a to r  scored an 
average of  5.3 on the  concern fo r  task  sc a le  and 2.3 on the  concern 
fo r  people sc a le .  Both of these scores a re  extremely low f o r  a 
Theory Z manager. The 2.3 concern fo r  people would be a major
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b a r r i e r  to  overcome when incorpora t ing  the highly peop le -o r ien ted  
Theory Z management s t y l e  in to  the  Clark County School D i s t r i c t .
While Theory Z is  h ighly  peop le -o r ien ted ,  i t  does not s a c r i f i c e  
concern fo r  task  to  r a i s e  t h e i r  concern fo r  people. Whereas the  
bureaucracy i s  highly conscious o f  t a s k ,  even to the  po in t  of s a c r i ­
f i c in g  the i n d iv id u a l ,  the Theory Z o rganizat ion  f inds  the  two, 
concern fo r  task  and concern fo r  people ,  to be mutually  i n c lu s iv e .
Conclusions
In the  l i g h t  o f  the f indings  of t h i s  s tudy,  the  fo l lowing 
conclusions were made:
1. I t  i s  concluded th a t  h i s t o r i c a l l y ,  public  school management 
has adapted p r iv a te  management s k i l l s  to  the  public  schools .
2. I t  i s  concluded th a t  the l a t e s t  t rend  in p r iv a te  business
management i s  the  adap ta t ion  of Japanese management s k i l l s  to
American bus iness ,  most often r e f e r r e d  to  as Theory Z.
3. With the  f i r s t  two conclusions in mind, the  t h i r d  conclusion 
follows: I t  i s  h ighly  l ik e ly  t h a t  an a t tempt w i l l  be made to  i n ­
corpora te  a l l  or some of  the  p r in c ip le s  of  Theory Z in to  the  publ ic  
school management scheme.
4. I t  i s  concluded t h a t  p resen t  managerial p r a c t ic e s  in the  area
o f  long-term employment wil l  be b a r r i e r s  to the inco rpora t ion  of
Theory Z in to  public  school management.
5. I t  i s  concluded th a t  s t a t e  law, d i s t r i c t  pol icy  and regu­
l a t i o n s ,  as well as cu r ren t  ad m in is t r a to r  a t t i t u d e s  in r e l a t i o n  to
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slow e v a lu a t io n  and promotion,  w il l  be b a r r i e r s  to  the  in t roduc t ion  
o f  these  Theory Z p r in c ip le s  in to  a bureaucra t ic  o rgan iza t ion .
6. I t  i s  concluded t h a t  c a re e r  paths do not wander in a bureau­
c r a t i c - t y p e  pub l ic  school a d m in is t ra t io n  as represen ted  by the  Clark 
County School D i s t r i c t ,  and t h i s  w i l l  ac t  as a b a r r i e r  to  the i n ­
corpora t ion  of  Theory Z.
7. I t  i s  concluded t h a t  im p l i c i t  and e x p l i c i t  co n tro ls  are  not 
in  the  balance d e s i red  by a Theory Z p r a c t i t i o n e r .  This imbalance, 
in favor  o f  the  e x p l i c i t  c o n t r o l s ,  wil l  be a b a r r i e r  to the  i n ­
corpora t ion  of Theory Z.
8. I t  is  concluded t h a t  th e  d i s l i k e  fo r  c o l l e c t i v e  decision 
making w i l l  be a b a r r i e r  to  Theory Z adap ta t ion ;  however, the  
b u rea u c ra t ic  suppor t  f o r  ind iv idua l  r e s p o n s i b i l i t y  wil l  help f a c i l i ­
t a t e  Theory Z in t ro d u c t io n  to  in to  the public  school s e t t i n g .
9. I t  i s  concluded t h a t  th e  public  school i s  not  w h o l i s t ic  in 
na ture  and, s in ce  wholism i s  a major fac e t  of  Theory Z management, 
t h i s  w i l l  a c t  as a b a r r i e r  to  i t s  in t rod u c t io n .
10. I t  i s  concluded t h a t  management systems are  in place in the  
public  school s e t t i n g ,  and t h i s  w i l l  help f a c i l i t a t e  the  adaptat ion 
of Theory Z.
11. I t  i s  concluded t h a t  although there  appears to be no basic  
agreed-upon philosophy guiding school management, f ind ings  of t h i s  
study do n o t  i n d ic a t e  t h i s  f e a tu re  i s  e i t h e r  a b a r r i e r  o r  a f a c i l i ­
t a t o r  in  th e  in co rp o ra t io n  o f  Theory Z in to  p u b l ic  school 
a d m in is t r a t io n .
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12. I t  is  concluded t h a t  close-mindedness toward change among 
c u r r e n t  and p rospec t ive  Clark County School D i s t r i c t  adm in is t ra to rs  
w i l l  be a b a r r i e r  to  the  change from b u rea u c ra t ic  management to  
Theory Z.
13. I t  i s  concluded t h a t  demonstrated needs o f  the  Clark County 
School D i s t r i c t  l eaders  in the  areas of  Achievement, Belonging, and 
Power w i l l  serve as b a r r i e r s  to  the in t rod u c t io n  o f  Theory Z
management in to  the  pub l ic  schools.
14. I t  i s  concluded t h a t  Clark County School D i s t r i c t  admini­
s t r a t o r s '  medium concern fo r  task  and low concern f o r  people w il l  a c t  
as b a r r i e r s  to the  inco rpo ra t ion  of Theory Z in to  publ ic  school 
management.
15. Based on conclusions one through fo u r te e n ,  i t  i s  concluded 
t h a t  i t  i s  poss ib le  to  incorpora te  some se le c te d  aspec ts  of Theory Z
in to  th e  management o f  publ ic  schools.
16. Based on conclusions one through fo u r tee n ,  i t  i s  concluded 
t h a t  th e re  wil l  be more b a r r i e r s  than f a c i l i t a t o r s  in the typ ica l  
b u re a u c ra t ic  public  school s e t t i n g  when an attempt i s  made to  i n ­
co rpo ra te  s e le c te d  c h a r a c t e r i s t i c s  of Theory Z in to  the public  school 
s e t t i n g .
Recommendations
Given the  p r o b a b i l i t y  of attempts to  adapt some aspects  of  
Theory Z to  publ ic  school management and given the  b a r r i e r s  and 
f a c i l i t a t o r s  i d e n t i f i e d ,  the  following recommendations fo r  f u r t h e r  
s tudy were made:
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1. I t  i s  recommended th a t  research  be done to  determine what 
r o l e  o r i e n t a l  and occiden ta l  c u l tu r a l  d i f f e ren c e s  wil l  have in the  
attempt to adapt  Theory Z p r in c ip le s  to the  management o f  American 
pub l ic  schools .
2. I t  i s  recommended t h a t  research  be done to  determine i f  the re  
i s  a " c u l tu ra l  lag" in any change process and what can be done about 
i t  to  expedi te  th e  t ransform ation  from b u rea u c ra t ic  management to 
Theory Z.
3. I t  i s  recommended th a t  research  be done to determine in what 
ways Theory Z i s  compatible  with th e  Pur i tan  Ethic  c h a r a c t e r i s t i c  of 
American bus iness .
4. I t  i s  recommended t h a t  research  be done to  determine how each 
o f  the i d e n t i f i e d  b a r r i e r s  to the adap ta t ion  of  Theory Z can be 
overcome, so t h a t  Theory Z can be incorpora ted  in to  publ ic  school 
management with a minimum of  d i s r u p t io n .
5. I t  i s  recommended t h a t  research  be done to  determine how the 
i d e n t i f i e d  f a c i l i t a t o r s  can best  be used to help inco rpora te  Theory 
Z in to  th e  p ub l ic  school s e t t i n g .
6. I t  i s  recommended th a t  research  be done to  determine the 
e f f e c t  of  post-World War II  American occupation on cu r re n t  Japanese 
management and i t s  adap ta t ion  to American business  by William Ouchi.
Summary
A f te r  an e x ten s iv e  review of  the  l i t e r a t u r e  on the  h i s to r y  
o f  school management in  America, i t  was apparent  t h a t  school admini­
s t r a t i o n  does adapt business management p r in c ip le s .  With Theory Z
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being th e  l a t e s t  model o f  management undergoing e xp lo ra t ion  in the  
business  world, i t  i s  lo g ic a l  to assume t h a t  the more forward-looking 
and adventuresome school a d m in is t r a to r  will  begin to  explore  the  
a d a p t a b i l i t y  of Theory Z to the  public  school s e t t i n g .  While a 
complete scrapping of the  b u reau c ra t ic  model now in use in many urban 
school management s e t t i n g s  i s  not  l i k e l y ,  there  a re  many p r in c ip le s  
of Theory Z t h a t  may encourage some school managers to  t r y  to  adapt 
s e l e c te d  c h a r a c t e r i s t i c s  to  publ ic  schools.
To insure  the  smooth incorpora t ion  of Theory Z, i t  w i l l  be 
necessary  f o r  the  top-echelon adm in is t ra to rs  in the  pub l ic  schools to 
lead th e  way. Without a doubt,  the re  are  some p r in c ip le s  of Theory Z 
t h a t  would be b e n e f ic ia l  to  school management. The s t a b i l i t y  inheren t  
in long-term employment, f o r  example, i s  such t h a t  an overt  e f f o r t  
should be made to  insure  c o n t in u i ty  within  the a d m in i s t r a t iv e  realm 
of  a school d i s t r i c t .  C o l lec t iv e  decis ion  making has a g re a t  deal 
to  o f f e r  the  p ub l ic  school s e t t i n g .  Iden t i fy ing  and expanding 
a d m in i s t r a t iv e  a reas  of freedom wil l  be important  to  the  expansion 
of  c o l l e c t i v e  dec is ion  making.
As the  lower l e v e l s  of Maslow's h ierarchy o f  needs a re  met, 
the  p ub l ic  school a d m in is t r a to r  can move to s a t i s f y i n g  the  higher  
needs w i th in  the  o rg an iza t io n .  The Theory Z model w i l l  allow 
a s s o c ia t io n a l  needs and s e l f - a c t u a l i z a t i o n  needs to  be met. Men 
l i k e  Alvin T o f f l e r  and P e te r  Drucker w r i te  on the new ro le  the work 
environment i s  beginning to  play in the  s o c i a l i z a t i o n  of man. The 
Theory Z corpora t ion  meets many of  these  s o c i a l i z a t i o n  needs. At
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the  p resen t  t ime,  i t  appears t h a t  th e  Theory Z model o f  management 
w i l l  not  r ep lace  the  bureaucracy, but  the re  i s  l i t t l e  doubt i t  w i l l  
have an e f f e c t  on the  p resen t  b u re a u c ra t ic  na ture  of  p ub l ic  school 
a d m in i s t r a t io n .
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APPENDIX A
LETTER AND PRE-INTERVIEW QUESTIONNAIRE SUBMITTED TO 
CLARK COUNTY SCHOOL DISTRICT ADMINISTRATORS
November 29 , 1982
D ear
Enclosed you w il l  find  an in te rv ie w  questionnaire  designed to 
h e lp  the researcher id e n tify  barriers and fa c ilita to rs  in the process 
o f  ad a p tin g  Theory Zm anagem ent p rin c ip les  to th e  p u b lic  schools.
I have  se lec ted  1 0%  o f the C la rk  C ounty School D is tr ic t m anagers, 
a t  various leve ls  o f m anagem ent, to he lp  determ ine the fe a s ib il ity  
o f  Theory Z b e in g  used as a m anagem ent p ra c tic e  in the C la rk  C ounty  
School D is tr ic t .  I w ould a p p re c ia te  your com pletion  o f  this in te r ­
v ie w  form p rio r to setting up an in te rv ie w  conference w ith  y o u .
The personal in te rv ie w  w 'ill he lp  to c la r ify  any questions you m ay  
have and should be no longer than f ifte e n  to tw en ty  m in u tes . I 
hope to h ave  the in te rv ie w  com pleted b y  Decem ber 1 8 ,1 9 8 2 .  I 
w il l  b e  c a ll in g  you to set up an in te rv ie w  sch ed u le .
Thank you fo r your tim e and h e lp .
S in c e re ly ,
' / f  / /
Larry R, Moses
PRE-INTERVIEW QUESTIONNAIRE
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Name ________________  Sex M___ F Years o f  Employment with CCSD
L is t  th e  various p o s i t io n s  you have held in the  CCSD. {Include 
department and length  o f  time in each p o s i t i o n . )
There are  e ig h t  general  areas of  Theory Z t h a t  appear to  have some 
a d a p t a b i l i t y  to publ ic  school a d m in is t ra t io n .  I am i n t e r e s t e d  in your 
r ea c t io n  to these  e ig h t  areas in r e l a t i o n  to  t h e i r  a d a p t a b i l i t y  to the 
ad m in is t ra t io n  of  the  CCSD. This i s  a general  o u t l in e  of  the  areas I 
w i l l  d iscuss  with you in a personal in te rv iew .  You may f in d  i t  bene­
f i c i a l  to  make some w r i t t e n  comments to these  before  our in te rv iew .
1. Long-Term Employment. Do you fee l  a c a re e r  commitment to  the  CCSD 
and a r ec ip ro ca l  commitment on the  p a r t  of  the  D i s t r i c t ?
2. R e la t iv e ly  Slow Process of Evaluation and Promotion. I am i n t e r e s t e d  
in your  r e a c t io n  to  the  frequency of  eva lua t ion  and promotion in the  
CCSD. I am a l s o  i n t e r e s t e d  in your f e e l in g s  toward peer e v a lu a t io n .
3. Career Paths Wander Cross Function. How important  i s  coopera t ion  
between people holding s im i la r  p o s i t io ns  in the o rg an iza t ion  
(p r in c ip a l  to p r i n c i p a l ,  fo r  example)? What value do you see in 
v e r t i c a l  as versus hor izonta l  movement w i th in  the  o rg an iz a t io n ?
(over)
4. Im p l i c i t  and E x p l i c i t  Control F a c to r s . In th i s  a rea  I am i n t e r e s t e d  
in what you fee l  a re  the  control  f a c to r s  in f luenc ing  your ac t ions  
when dec is ions  must be made. Also,  I am i n t e r e s t e d  in what you 
fee l  are  th e  major f a c to r s  con t r ib u t in g  to  compliance on th e  p a r t
of  those under your d i r e c t i o n .
5. C o l lec t ive  Decision-Making and Individual  R e s p o n s i b i l i t y . To what 
degree do you fee l  c o l l e c t i v e  decision-making can be used in the  
CCSD? I am i n t e r e s t e d  in determining how c o n su l t iv e  you f ind  the 
decision-makers of CCSD. Do you fee l  th e re  i s  a v ia b le  place  for  
c o l l e c t i v e  r e s p o n s i b i l i t y  in the  CCSD a d m in i s t r a t iv e  s t r u c tu r e ?
6. Who!ism. There are  two fac e t s  to  who!ism, one w ith in  the  o rg a n i ­
za t ion  and th e  o th e r  deals  with the e f f e c t  the  o rg an iza t io n  has on 
the  complete l i f e  of  the  employee. I am i n t e r e s t e d  in your r e a c t io n  
to  your r e l a t i o n s h i p  with others  in the  o rg a n iz a t io n ,  e s p e c i a l l y  
those  holding s i m i l a r  p o s i t io n s .  Does the  CCSD play an important  
ro le  in your soc ia l  l i f e ?
7. Management Systems. How important do you f ind  management systems 
in your decision-making process?
Basic  Agreed - Upon Philosophy, is  the re  a bas ic  agreed-upon philosophy 
t h a t  i s  the  determining fa c to r  when decision-making takes  place  in 
the  CCSD?
APPENDIX B 
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NAME ____________________  SEX M F YEARS EMPLOYED BY CCSD
I .  Long-term employment.
A. What s k i l l s  do you have th a t  are  unique to  the Clark County 
School D i s t r i c t ?
B. Do you fee l  t h a t  you could re a d i ly  f in d  equally  remunerative 
and chal lenging  work outside the Clark County School D i s t r i c t ?  
Outside education? (explain)
C. Has the  Clark County School D i s t r i c t  d i r e c t l y  attempted to  s e l l  
you on making your work in the  d i s t r i c t  a l i f e t im e  vocat ion?
I f  so ,  how?
I I .  Re la t ive  slow process of evaluat ion and promotion.
A. How often are  you evaluated by those above you in the  
o rgan iza t iona l  hierarchy?
B. How of ten  do you evaluate  those below you in the  o rgan iza t iona l  
hierarchy?
C. What do you fee l  i s  the ideal  eva lua t ion  in te rv a l?
D. L is t  the promotions you have received while working fo r  the  
Clark County School D i s t r i c t .  ( Include the  number of  years  
between each o f  these promotions)
E. What do you consider  an ideal time period between promotions?
F. Do you fee l  the  Clark County School D i s t r i c t  eva lua t ion  and
promotion i s :  too slow ___  too rapid    about the way i t
should be ___  (explain i f  you wish)
6. Do you fee l  cooperat ing with those on the same o rgan iza t iona l
level w i l l  not hamper or help you in moving up the  h ie ra rchy  
of  th e  Clark County School D i s t r i c t ?  (expla in)
H. Do you fee l  t h a t  the  evaluation of  your peers i s  more important  
than formal ev a lu a t io n s ,  and the rewards received from t h a t  
informal eva lua t ion  is  what r e a l l y  mat ters?  (expla in)
I I I .  Career paths wander across funct ion .
A. What a re  th e  various posi t ions  you have held in the  Clark County
School D i s t r i c t ?  (Include the  department loca t ion  of t h a t  
pos i t ion )
B. Do you fee l  t h a t  the Clark County School D i s t r i c t  s t r e s s e s  the 
importance o f  taking an o rgan iza t iona l  wide poin t  of view in 
the  ind iv idua l  decision-making process?
C. I feel an indiv idual  in the Clark County School D i s t r i c t  is  
rewarded f o r  cooperating with o thers  on the  same o rgan iza t io na l  
level as themselves. Why? Why not?
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D. Do you feel there  i s  a value in hor izonta l  movement in an 
organizat ion?
E. Of the  two, horizontal  or v e r t i c a l  movement, which do you 
fee l  i s  more important  to  ca ree r  development?
F. For promotional purposes,  do you feel  i t  i s  b e t t e r  to under­
s tand the organizat ion as a whole or to  become an exper t  in
a s in g le  sp e c ia l ty  with in  the  Clark County School D i s t r i c t ?
IV. Im p l i c i t  and e x p l i c i t  control  f a c to r s .
A. Do you make decis ions and follow orders b a s i c a l l y  because of
the  hierarchy? (explain)
B. Are your decisions as a lead e r  completely determined by the
ru le s  and regu la t ions  as s t a t e d  in pol icy  manuals of the 
Clark County School D i s t r i c t ?  (expla in)
C. Are your subordinates most l i k e ly  to comply to o rgan izat ional  
needs,  because o f  ru les  and regu la t ions  and the pen a l t ie s  
in h e re n t  in them, or due to a commitment to the Clark County 
School D is t r i c t ?
D. Are your decis ions based on ob jec t ives  you have e s tab l ished  
by some systematic  method? I f  so, how?
E. Are there  assumptions you can make about responses to
s i t u a t i o n s ,  or agreements you can make without  taking time to
n eg o t ia te  them, due to an im p l i c i t  understanding of the 
o ve ra l l  goals of  the Clark County School D i s t r i c t ?
V. C o l lec t iv e  decisions and ind iv idual  r e s p o n s i b i l i t y .
A. When decis ions are made, do those higher in the  h ierarchy 
co n su l t  with you before they are f in a l i z e d ?
Never ___  Rarely   Often____  Always ___
B. Do you believe you should be consulted before  decis ions  th a t  
a f f e c t  your d a i ly  opera t ion are  made?
C. How do those higher in the s t r u c tu r e  co n su l t  with you?
D. When you are consulted ,  do you feel  t h a t  your opinion is 
considered equally  with the others  involved? How do you know?
E. When i need to  make a d e c i s io n ,  I consu l t :  (how)
1. Those higher in the chain of  command.
2. Those lower in the  chain of command.
3. Those who are  on the same s tep  or in s im i l a r  pos i t ions  
in the chain of command.
4. The policy  manual of the Clark County School D i s t r i c t .
5. All o f  those who w i l l  be a f fec ted  by the  dec is ion .
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F. Do you fee l  t h a t  decis ions are  b e s t  made by one person as 
ve rsus  a c o l l e c t i v e  process? (expla in)
G. Do you f ee l  no matter  how d e c is ion s  are  made, th e re  must 
always be one person re sp o ns ib le  f o r  the r e u l t s  of  th e  group? 
( e x p la in ;
H. What do you see  as advantages and disadvantages to a school 
r each ing  d e c i s io n s  c o l l e c t i v e ly ?
I .  What changes,  i f  any, would have to  be made in the  e x i s t i n g  
Clark County School D i s t r i c t  opera t ion  to make c o l l e c t i v e  
decis ion-making  a r e a l i t y ?
VI. Wholism.
A. Do you c o n s id e r  the Clark County School D i s t r i c t  as having a 
v i a b l e  r o l e  in  your soc ia l  l i f e ?  I f  y es ,  in what way? I f  no, 
do you fee l  i t  should have?
B. How o f ten  do you have c on tac t  with o thers  holding p o s i t io n s  
on th e  same leve l  in the o rgan iza t io n ?
C. How o f te n  do you fee l  would be the  ideal gap between th e  con tac t  
you have with your peers in the  Clark County School D i s t r i c t ?
D. I s  your  p o s i t i o n  e a s i l y  i d e n t i f i e d  and understood in i t s  re -  
l a t i o n a h i p  to  o th e r  p o s i t ion s  in the  Clark County School 
D i s t r i  c t?
VII .  Management systems.
A. Are management systems in e f f e c t  in the Clark County School 
D i s t r i c t ?  I f  so ,  which management systems do you deal with on 
a d a i l y  b as i s  and what ro l e  do they play in your  d e c i s io n ­
making p rocess?
B. Are management systems the decid ing  f a c to r  in  d e c i s io n s  t h a t  
a re  made throughout  the Clark County School D i s t r i c t ?
APPENDIX C
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CLARK COUNTY SCHOOL DISTRICT ADMINISTRATIVE ATTITUDE SURVEY AND
THEORY Z
In January o f  1981, the  Clark County School D i s t r i c t  began t h e i r  
1981 prospect ive  a d m in i s t r a to r s  c l a s s .  The c la s s  was made up o f  t h i r t y -  
one candidates .  These t h i r t y - o n e  p rospec t ive  adm in is t ra to rs  and s ix teen  
p ra c t ic in g  ad m in is t r a to r s  completed the q u e s t io n n a i re .  The make-up o f  
th e  th i r ty -o n e  p ro sp ec t iv e  candidates had the  following c h a r a c t e r i s t i c s :
20 were male
11 were female
14 worked in j u n i o r  high schools
13 worked in s e n io r  high schools
2 worked in sp ec ia l  schools
18 were deans
3 were female teache rs
3 were make teach e rs
3 were consu l tan ts
2 were a d m in i s t r a t iv e  a ides .
The s ix teen  p r a c t ic in g  a d m in is t r a to r s  answered t h e i r  ques t io n na i re s  
without an in d ic a t io n  of  sex ,  age or p o s i t io n  held.
These survey ins t rum ents*  were sen t  to  p rospec t ive  a d m i n i s t r a t o r s ;
tw enty- three  were r e tu rn e d .  Sixty surveys were se n t  to  p ra c t i c in g
adm in is t ra to rs  in the  Clark County School D i s t r i c t ;  of t h e s e , s ix teen  
were re turned .  There were four  f ac to r s  measured t h a t  may help in d ic a te  
f a c i l i t a t o r s  and b a r r i e r s  to the  adapta t ion  of  e ig h t  se lec te d  p r in c ip le s  
o f  Theory Z to  the  c h a r a c t e r i s t i c  bureaucracy of  the modern school 
d i s t r i c t .
*Source: Michael C. Giamatteo and Dolores M. Giamatteo, Forces
on Leadership (Reston, VA: National Associa t ion  o f  Secondary School
P r i n c ip a l s ,  1981), pp. 8-27.
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The four  survey ins truments  measured:
1. Locus of Control - an a t tempt to a s c e r t a i n  i f  an 
in d iv id u a l  is  i n n e r -  or  o u t e r - d i r e c te d  in decis ion  
making.
2. Tolerance Level - gives an in d ica t io n  o f  the  open- 
mindedness of the  in d iv id u a l .
3. Motivat ion -  d ivided in to  th ree  a reas :
a) a need fo r  achievement
b) a need for  belonging
cj a need for  power.
4. Leadership Behavior - defined the r e l a t i o n s h i p  be­
tween concern fo r  product ion and concern fo r  people .
LOCUS OF CONTROL PROFILE: EXERCISE #1
I n t e r p r e t a t i o n
The numerical ranking of quest ions  1 ,2 ,3 ,6  and 7 a re  t o t a l e d .  A 
t o t a l  sco re  on these  f i v e  quest ions  o f  20-25 would in d ic a te  the i n d i ­
vidual  i s  extremely o u t e r - d i r e c te d .  A score o f  5-10 implies the  i n d i ­
vidual  responds to  ex te rn a l  p ressures  and c o n t r o l s .  The lower the  
sc o re ,  th e  more l i k e l y  th e  ind iv idua l  could adapt  to  a more c o l l e c t i v e  
approach to d e c i s io n  making. The lower scores of  5-7 are  in d ic a t iv e  
o f  people h igh ly  s e l f - o r i e n t e d  in terms of dec is ions  and where they 
fee l  con tro l  i s  lo ca te d .  The person who is  h ighly  s e l f - o r i e n t e d  wil l  
f i n d  i t  d i f f i c u l t  to f i t  i n to  the w h o l i s t i c  n a tu re  o f  a Theory Z 
o rg a n iz a t io n .
ResuIts
For whatever  reason ,  th e  range o f  Locus o f  Control of those surveyed 
remained o u ts id e  the  extremes of e i t h e r  inner  or  ou ter  d i r e c t iv e n e s s .
The group was evenly divided as to being moderately inwardly d i rec te d  
and moderatley outwardly d i r e c te d .  This r e s u l t  would suggest  t h a t  many
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o f  the  prospec t ive  ad m in is t r a to r s  of  the  Clark County School D i s t r i c t  
w i l l  have a problem a d ju s t in g  to the  needs of a Theory Z o rgan iza t ion .
TOLERANCE ASSESSMENT: EXERCISE #2
I n t e r p r e t a t i o n
This ins trument  was designed to  measure open-mindedness of  the 
a d m in is t r a to r .  The responses marked " d i s l ik e "  were t o t a l e d  and m u l t i ­
p l i e d  by f i v e  to  obta in  a t o t a l  sc o re .  I f  two items were marked 
" d i s l i k e , "  then the  score  would be 2 X 5 = 10 p o in ts .
Results
Ten p o in ts  or l e s s . This score  in d ic a te s  g e n e ra l ly  an open mind 
toward most c o n t ro v e r s i a l  is sues  and a 1iv e - a n d - l e t - 1 iv e  a t t i t u d e  toward 
poeple and t h e i r  va lues .  The ind iv idua l  has an easy-going and accepting 
a t t i t u d e ,  which i s  sometimes seen as in d i f fe re n c e  or a re fu sa l  to take 
a stand on i s s u e s .  This person tends to  be informed and knowledgeable 
in many areas  and w i l l  of ten  suspend judgment about r i g h t  or  wrong and 
good or bad, because he f e e l s  t h a t  he has l i t t l e  bas is  f o r  making a 
sound dec is ion .  People w i l l  tend to  express t h e i r  opinions to  such an 
indiv idual  and tu rn  to  them fo r  adv ice ,  because they fee l  t h a t  th i s  
person wil l  l i s t e n  with a sympathetic ea r  and wil l  not  judge them 
harsh ly .  People in t h i s  group are  more l ik e ly  to  a d ju s t  to  a new mode 
of  management and more l i k e l y  be able  to  make the  change to  a Theory Z 
management s t y l e .  Ten members o f  the  survey goup f e l l  in t h i s  c a teg o ry .
Eleven to  twenty-two p o i n t s . Most people f a l l  in to  t h i s  a rea ,  fo r  
they tend to  be l e s s  f l e x i b l e  and more sub je c t iv e  in important  areas 
t h a t  have deep personal meaning to them. Wil l ingness to accept change
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even when doing so means giving up long-standing b e l i e f s ;  however, the  
t r a n s i t i o n  takes time. This individual  can usual ly  recognize h is  in-  
t o l e r a t e  views, but  f in d s  i t  emotional ly  d i f f i c u l t  to give up those 
views completely. I t  i s  l ik e ly  t h a t  in  areas where t h i s  ind iv idual  
i s  most th rea tened  by change, he w i l l  look f o r  proof t h a t  h is  opinions 
and a t t i t u d e s  a re  c o r r e c t .  Those who f a l l  i n to  t h i s  group w i l l  have 
d i f f i c u l t y  making the  t r a n s i t i o n  from the bureaucracy, as p resen t ly  
p ra c t ic e d  by the  Clark County School D i s t r i c t ,  to  a Theory Z -s ty le  
o f  management. Nineteen respondents f e l l  in t h i s  c a teg o ry .
Twenty-three po in ts  or  more. This person tends to be qu i te  
conserva t ive  in h is  approach to new id eas ;  he p refe rs  to  s t i c k  to  
conventional ideas and values.  He w i l l  maintain high s tandards  and 
o f ten  disapproves of  those  who do not meet these  s tandards .  This 
ind iv idua l  f inds i t  d i f f i c u l t  to  see or  accep t  opposing v iewpoints ,  
e s p e c i a l ly  in areas dea l ing  with soc ia l  conduct. This person i s  
uncomfortable with change, tends to be suspic ious  of those who are  in 
favor  of a l t e r i n g  the t r a d i t i o n a l  ways o f  doing things and wil l  
u sua l ly  weigh both s ides  o f  a quest ion before  making a d ec is ion .
Eleven members of  the  survey group f e l l  in t h i s  a r e a .
Only ten of  the  respondents f e l l  in  a range which would suggest  
t h a t  they could f a i r l y  e a s i l y  adapt to  Theory Z management due to 
t h e i r  open-mindedness.
MOTIVATIONAL ANALYSIS: EXERCISE #3
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T r a i t  A: Achievement
I n t e r p r e t a t i o n
This survey ins t rument  was designed to  analyze th ree  motivational  
t r a i t s :  power, achievement and belonging. The p a r t i c i p a n t s  were asked
to  i n d i c a t e  how thoroughly each item descr ibes  both t h e i r  p resen t  job 
and t h e i r  idea l  job .  Each s ta tement  was given a value of zero to  f i v e  
p o i n t s ,  using the one t h a t  most a p p ro p r ia te ly  descr ibed how they f e l t  
about  each s ta tem ent .
5 -  Extremely t r u e  of  my presen t  ( i d e a l )  job .
4 -  Very t r u e  o f  my p resen t  ( id e a l )  job .
3 -  Somewhat t r u e  of  my presen t  ( i d e a l )  job .
2 -  Not very t r u e  of my presen t  ( i d e a l )  job.
1 -  Only s l i g h t l y  t ru e  o f  my p resen t  ( i d e a l )  job.
0 -  Not a t  a l l  t r u e  of  my presen t  ( i d e a l )  job .
Resu l ts
T h i r t y - f i v e  po in ts  or  more. This person tends to  th ink  in  terms 
o f  r e s u l t s  and may not  want to  spend time planning.  He w i l l  s e t  high 
s ta n dard s  and thus may wish to  do many tasks  h im sel f .  He may be 
p r a c t i c a l  and r i g h t  to  the  p o in t ,  but  unw it t ing ly  be i n s e n s i t i v e  to  
o t h e r s .  This ind iv idua l  i s  uncomfortable with i n s t a b i l i t y  and wants 
t o  work p roduc t ive ly  and get  the  job done. None o f  the  respondents 
f e l l  in  t h i s  category in t h e i r  p resen t  job and only two f e l t  t h e i r
id e a l  job would f ind  them located  in t h i s  c a teg o ry .
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*
Twenty-nine to t h i r t y - f o u r  p o i n t s . The person who f a l l s  in t h i s  
category genera l ly  f e e l s  a shor t - te rm  viewpoint i s  p ra c t ic a l  and t h a t  
task  completion i s  v i t a l ,  but  i s  not  the  t o t a l  leadersh ip  game. He i s  
open to  feedback and tends to  be good a t  c a l c u la t in g  how much give and 
take  a s i t u a t i o n  w i l l  t o l e r a t e .  Eight  people f e l t  t h e i r  p re sen t  job 
presented them a chance to  operate  in t h i s  realm and eighteen f e l t  an 
ideal  job would o f f e r  an opportunity  to funct ion  on t h i s  l e v e l . These 
c h a r a c t e r i s t i c s ,  with th e  exception o f  tak ing  a shor t - te rm  view, are  
conducive to  adap ta t ion  to  Theory Z management.
Twenty-eight or fewer p o i n t s . This ind iv idua l  may need to  focus 
on tasks he f e e l s  should be done. He a lso  has g rea t  d i f f i c u l t y  ac­
cept ing i n s t a b i l i t y ,  but  does l i t t l e  to  change th e  s i t u a t i o n .  This type 
o f  p r o f i l e  i s  good f o r  th e  person serv ing  only as a r e p r e s e n ta t iv e .  
Thir ty  members o f  th e  group f e l l  in to  t h i s  category and four teen  f e l t  
they would opera te  in t h i s  realm in t h e i r  ideal  j o b . This area  i s  too 
weak in the  lead e rsh ip  a rea  to be e f f e c t i v e  in a Theory Z o rgan iza t ion .
T r a i t  B: Belonging
Results
T h ir ty - fou r  po in ts  or more. This ind iv idua l  l ike s  to  involve 
o thers  even a t  the  r i s k  o f  reducing the chance f o r  task  completion. He 
tends to  be su p p o r t iv e ,  but may develop t e r r i t o r y  and f ind  i t  hard to 
l e t  go. He works w i l l ,  and the  need to  belong i s  a cons tan t  motivator .  
His need to  belong may, a t  t im es ,  reduce o b j e c t i v i t y .  Six ind iv idu a ls  
f e l l  in t h i s  area in t h e i r  p resen t  job and eleven f e l t  the  ideal  job 
would f ind the leader  o f  a group in t h i s  a r e a . These c h a r a c t e r i s t i c s  
w i l l  be conducive to  Theory Z adap ta t ion .
177
Twenty-nine to  t h i r t y - t h r e e  p o in t s . This person tends to want to 
be long ,  but o f ten  does th in gs  t h a t  a re  based more on the f e a r  of  
h u r t in g  people than on t h e  concept of t a sk  completion. He can a lso  
s e p a ra te  h im sel f  from a s i t u a t i o n  b e t t e r  than the  person who scores  
high in  t h i s  m otiva tor .  P resen t  job s i t u a t i o n s  placed s ix teen  in  t h i s  
a re a .  Only t h i r t e e n  f e l t  the  ideal job would f ind  the  manager in t h i s  
c a t e g o r y . While belonging i s  important to  the  Theory Z o rgan iza t io n ,  
t h i s  in d iv id u a l  may need to  belong fo r  reasons t h a t  are  not in the  b es t  
i n t e r e s t  of  th e  Theory Z corpora t ion .
Twenty-eight or fewer p o i n t s . Others may fee l  t h i s  ind iv idua l  is  
co ld  and i s o l a t e d  or  hard to  g e t  to know. He may not  need c lose  
f r i e n d s h ip s  a t  work. Seventeen respondents evaluated  t h e i r  p re sen t  jobs 
in  t h i s  a rea  and twelve f e l t  th e  ideal job would place them in t h i s  
c a t e g o r y . For the  most p a r t ,  the  presen t  and prospec t ive  adm in is t ra to rs  
i n d i c a t e  th e r e  i s  l i t t l e  need fo r  belonging in th e  p resen t  management 
program of  Clark County School D i s t r i c t  and twenty-four  show l i t t l e  need 
f o r  belonging in t h e i r  idea l  job .
T r a i t  C: Power
Results
T h ir ty -on e  po in ts  o r  more. This person l ik e s  p r e d i c t a b i l i t y  in 
o th e r s  and i s  good a t  g e t t i n g  things done. He tends to  be a s h o r t -  
c u t t e r  and people working with him may fee l  in t im ida ted .  He tends to 
want con tro l  over as many aspects  of  a ro le  as p o ss ib le .  Many times 
he might manage by information c o n tro l .  There i s  a p o ten t ia l  to  become 
obsessed with in f luence .  His image is  o f ten  involved in a d m in is t ra t iv e
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behavior. While only th re e  o f  these respondents f e l t  t h e i r  p resen t  
job  allowed them to  opera te  from t h i s  s t a n d ,  nineteen f e l t  the  ideal  
job would allow them t h i s  management p o s i t i o n .
T h ir ty  to tw en ty - th ree  p o i n t s . This ind iv idua l  may hoard i n f o r ­
mation,  but  can t o l e r a t e  more i r r e g u l a r i t i e s  in the  behavior of  o thers .  
There i s  a tendency to  swing between th e  need fo r  much power to  no 
power, depending on the  s i t u a t i o n .  He may be i n te r e s te d  in the  p o l i t i c a l  
aspects  o f  his job .  He can re l in q u ish  power when i t  i s  f e a s i b l e .
Thir teen respondents f e l t  t h i s  was t ru e  o f  t h e i r  p resent  job and four 
thought t h i s  should be t ru e  o f  t h e i r  ideal  j o b .
Twenty-two or  fewer p o i n t s . This person tends to be l e s s  
th rea tened  and more open to  feedback. Also, he f e e l s  i t  i s  b e t t e r  to 
use the  power of  h is  t i t l e  when needed. He tends to  understand power, 
but  e l e c t s  not to  use i t  c o n s tan t ly .  This i s  the  category in which the 
successful  Theory Z a d m in is t ra to r  would f a l l .  Those who f e l t  t h i s  was 
t r u e  o f  t h e i r  p resen t  job numbered seven, and none of the candidates  
thought t h i s  should be t r u e  of  t h e i r  idea l  j o b . This lack o f  p resen t  
adm in is t ra to rs  who f a i l  to  f a l l  in t h i s  category and with none of  the  
p resen t  a d m in is t ra to rs  f e e l in g  t h e i r  ideal  job would place them in t h i s  
category w i l l  i n d ic a te  d i f f i c u l t y  in adapting Clark County School 
D i s t r i c t  to  a Theory Z model of  management.
LEADERSHIP BEHAVIOR: EXERCISE #5
I n te r p r e t a t i o n
The p a r t i c i p a n t s  were asked to  respond to  each item to  the  way 
they would most l i k e l y  a c t  i f  they were the  l eader  of a work group
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designing a program fo r  phasing in a women's sports  program in a pre­
dominately b l u e - c o l l a r  d i s t r i c t .  Items number 1 ,3 ,9 ,1 0 ,11 ,1 5 ,1 6  and 17 
are  used to i n d ic a te  the  concern the respondents had f o r  people. Items 
2 ,4 ,5 ,6 ,8 ,1 4 ,1 6  and 18 are  used to in d ic a te  the respondents '  concern 
fo r  production ( t a sk )  of  the  group. Using the  numbers, one can p lo t  
the  p a r t i c ip a n t s  1 concern fo r  people and production on a managerial g r id .  
Results
The r e s u l t s  showed the  respondents averaged a 5.5 on the production 
sc a le  and a 2.3  on the  sca le  in d ic a t in g  concern for  people .  A 10 could 
be maximum in each area .  The ideal  Theory Z ad m in is t ra to r  would score 
high on both product ion and concern f o r  people. For Theory Z to  
func t ion  e f f e c t i v e l y ,  a major increase  in both areas w i l l  be necessary 
in t h e i r  concern f o r  people and production.
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